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UJSITED S2ATES FORCES, EURCPEs THBATER
APO %05

LOGISTICAL 3UILD-UP I THE BRITISH ISZS
CEAPTER 1

Pt trymveam)

SCOPE

Thie vaper has as its murpose tlie evalvation of the loglstical build~
up in the British Isles durizg 1942 - 154l i wreparation for the iavasion
of Frence.

It altempts bricfly to decscrive and evalunate thie sorc ivmortant logls-
tical oroblems and nrocefurcs, voth zood and vad, whicu werc important in
the development of the 3ritlsh Isles as an iavasion base by the 50S.

Details and historical date are included orly to the extcnt nccessary
Yo provide ¢ vackground for the couclusions reached, Such deta heve been
edtcined largely from inforsad: on accunulated and studies deing prepared
br the Tlstorical Section of Hcadouarteds, Theater Service Forcee, FHuro-
pean Theater, These studies shouléd ve referrad to for £ aore commlete
understanding of logistical activities in the Britieh Isles.
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SEAPIER 2

PROCLE. AUD SACKGRC.LED

SECTION 1

DEVELOP. "2 OF OVERALL IsCTI0AL PLAl'S

1. Plans for Iavading Freuce., For almost a veer veforé the United
States cutcred the var, prelisvnary discussions were teking ylace vetween
British and United States authorities conccrning possidle tactical nlans
and the nossidlc development o an invaslon bnse in the Sritigh Isles,

By June 1982 when United States troops Degen {0 mrrive in the
British Isles in more thay Lolier munders, omcrations egainst the cncav in
France were contemplated either in 19b2 or 1943Y,  an invapion in 1E2 was
visualized in the cvent of “he sudden collepsc of Pussie snd the active
pafticipation of Vichy Frence, Spain, Portugel, ond Turlec as s1lics of
Germany., This 1942 aperetion a8 not to incluw'e any U,S. Forces snd was to
be linited {n scove and denth to littlc more tlen a veachhesd oneration.
The 1943 operetion (Plan ROGTD-UP), on the other Lapd, ves to be a full-
scele operation utilizing the approximebely 1,000,700 Uaited States troowms
scheduled to e in the Tritishk Islcs 0¥ bart tine end heving ss ibe initial
ovJective deep menctration smd the develowment of norts, '

Events in Buronc made tlhe 19k3 iavasion attemot wnnccessary, The
draining of troops and supnlies froa tihe Aritish Iales to taze part in the
Horth Africen overations beglnaning in Hovember 1942, and ‘he veulting low
priorityr of the Europcan Thester for cbteining Lpoons and sumnlics following
that date, rulecd out the fcasivilid of an invesion Suring tac spring of
1943, Mis situation was clearly expredsed in 8 lelier from the Comuanding
General, $0§, 'D, asaingion, vhich in yart spid: MSufficient cquipment and
shipniag sliply are not availeblc both for the support of the Torth African
caupalgn end for sbockpiling supolirs on a large scalc in the Sritish Islcs,
Although planning for ROUD-UP e contimuc, zo esquipueat o1 wupplies cen
be forvarded to the United Kingdod in ewcess of those required o supmort
the amproved garrison of 427,000 Aseriecn troopsV, e seuc lebter prohivi-—
ted the obtriving of supmlies through Lend-Leese arvengercnts with the Rpi-
tish for pmiposes other than ihe supnort of the authorimed troon basis?,

There follivwed a muaser of nowtls dusing which 1% wps not yet decy—~
ded whether tic amin effort azalast Burope would be aounted from the Rritigh
Isles at all, The success of omeratione agoinst Morth Africa rnd later
against Sicily ead Italy omened v Yie 20861bility of a wmajor iavasion of
Buropc from the South, At tlet time there was slse the possibllity of a
German collapse, which would, of course, sliminate entively the necessity of
a major Buropean invesion.

Another fachor 1inaitine overall logisticel nreparetions in the
British Isles nrior Lo the fall of 1943 wes Ll high oriority of shinpiag
and supaly given Lo the development and continuation of the aly offensive
againet Europe oy United Siates Forces in the British Islcs.

1. Zound-Up Aduinistrative Planning Staff‘ Conveners' Docwaent @l, Zritigh
“ar Office, AP (42) 7 (0), 17 Jure 192,

2. Ltr, from Gen, Somervell, (G, 508, "D, veshlngton o Gen, Lee, 05, S0S,
370, 17 Fovember 1942, :
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It wes not until the Quadwant Confereace in August of 1943 that the
original nlan of mounting e mejor ovmerrtion agalnst Freacc from the west was
reinstated end the Europcer Theeter wre again given e hish wriority for the
build-up of nersonnel and supwlics,

The plan epnroved by the “uadrant Confercrez ead later confirmed
in ihe Scutant Conference of Deveader 1943 called for e major invasion in the
soring of 1944, This wlan ves kaosm as OVERLORD.

C0SS4C had issucd its POVIRLOTD Aporeciation® om 15 July 1943,
There followed the DOSSAC WOVERLOZD Plac® on 7 Jesuary 194k, The dctril plen
for the first fourticn days of OVIRLOTD (thet part of the operction knovm
es FTPIUTE) wes issued jointly on 1 February 1942 by the Allied Favel Com~
mandcr, Expeditionary Force, tic Coamander-in-Chief, Mwernty-First Army Groun,
and tihc Alr Comaander-in-Chief, Allicd Ixpeditionery Adr Force.

2, Pleus for Occunwyiag Durovs, 'hilce nlens were being made to invede
Europe, it »38 nccessary Lo prapere for the occupation of the Coatiment usder
confitions of little or no resistexcc, if they arosc.

These nreparations, calling for subst-ntially lces persomcl end
equipment, were aot iafluenced greetlyr by diversionary factors such as the
invasion of sfrica end werc rot tac sabject of consbtent conccrrn end chenges
oan a govermaental level.

On 30 October 19L3, e nlea cellcd "RaiKILC !Cesc (!'" was imsucd by
C0S5AC, 1Its oojeetives exc to euforce ths terms of en uncondisional suryrca-
der and to assist in the rBhabilitation of iiderated covitries. Othcr olans
in the RAXIU scrics, reforred to cs !0zse a! and "Cese 5!, ~ere designed to
overcone varying degrees of rcsistance, considerrdly less Yhan tlet vieualized
under OVERLOED, in preparation for thc cxecuwtion of 'Crsc CT.

Conditions during 19-(5 ead 19L4 necessiteted detailed plaaning and,
to somc eztent, actual premarations %o enavle bthe RATKIF nplass to be carricd
out on sliort notica, However, insofar as these operations covld, generelly
spcaking, Ye carried out 'sith :roops ¢nd couivmcat being accumulatcd ia the
British Isles for operstion OV ELORD, ther did not crcatc eny spcelel =ajor
nrovlems nor have ony significont cffeet on logistical nreperatlons for the
najor invasion effort scheduled for swring 1911,
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SZCTION 2

DEVELOPHESET OF UJITED STATES ORGAIIZATION IN

TEZ BRITISE ISLES

3. Establishuent and Devclonment of Theater Headrvarters. Heedquar-
ters, Uniled States Arzed Forccs in the British Isles (USAFSI) vas orgenized
in London oa 8 Jaavary 1542, 1t revlaced the Sp]:cial Obscrver Group (SPOBS),
wilch had veen orgenized in iay 1941 as part of the United Statcs Embassy
staff, and vhich, unon the enbry of the Unlted States into the war had
divorced iteelf from the Eubassy rad Vecome Lhe Ualted Stouves military Heed-
qrarters in the British Isles,

The Buropcen Theater of Oporetions, with a encclfic geographicel
sphere of resnonsibility, «as eatablished 8 Junc 1gb2,

L, Zstatlisiment end Devclomment of the §0S in Burove. On 2& sy 19%2,
Headquarters, Scrvices of Supply, USAZSL, vas activated, Iu Jwse, follovivg
the esteblishuent of the Buropcan Theetcr, it was rocesigoeted as Hoadouar-
ters, Services of Sunply, T70. !‘in&lly, on 7 Junc 19tk it becaze Heedquar-
ters, Commmicotions Zonc, BIOUSA™, For simnlificasion it is roferred to as
50§ throuvghout this documcnt.

The 80§, 270, hod voth Genewal end Speciel Steff Scetions, .Also,
sigaificantly, Hcadouertcrs EJ0 had Speeisl Staff Sections for r while. The
Speclal Staff Sectlons of Beadquerters ET0 were couparatively saell, tlc
largest having not nore then six to ten officcrs., Since practically ell
sunply funcilons and rceeponsidility were delcgated to S0S, the Special Staff
Scebions of Headguarters T70 cric to have as their only iwportant functions
liaison vith 3ritisu Headguarters in Loadon ($08 was noved from Loadon to
Olieltenhan in the suimer of 19L2) and futurc operational nlanrniag.

The Heedovarters 370, Spccirl Staff Sections vere elimizated 1n
adarch 1 9 +3, vhen Headgquartcrs SOS eatavlished an echelo: in Loadon consig—
ting of the pbamning staffs of §-1, G-4, and each of the $pecial Staff Sac-
tiér_sz This 808 planning cchelon was to ecarry out overell plauniizg in con-
Junction »ith Hegdgquerters 370 and British end inter-Allisd orgenizetions
located ia London, The 50% staff remaining in Cheltenhe: wes to Ve respon~
sidlec for currcnt operetions and deteiled planning, Chiefs of Special and
General Staff Sections were directed to divide thdir Lime vetreen London
#nd Chaltenhan.

Thais eplit in 508 Headquartera was drought about by tie desirability
of having SOS plarning staffs neer the various other plenaing egencies in
Londos, end by the inability of facilities in London 0 accommodate the en~
tire 505 staff.

However, it is gcmermlly considered tlat tiie disedvantages in
spiitting the Headgquarters mord than offsct the cdAvantegos, .- Among the mbdte
serious disadventages were the fellowlagt-

8, As a whole the $0S did vot have enongh capadle, exmerienced
officers bo operate its Heoedquarters efficiently in two echclons aad, at the
saie tive, provide ey officers for Basc Section Headquarters and other im~
nortent 508 installations end activitles.

Y. G0 €60, EICUSA, T Junme 1913,

2. G0 <25, Hq $08, BTOUSe, 12 Lpril 19L3.
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o, "“hile it was desiravle th:b each Geperal end Special Staff Sec-
tioa have a separate, long-range planning and poliey grown, such officers as
could be spared for such r scction needed the constant edvice ord guidence of
all key end specielized officers in thelr entirc staff section rmch more than
the;r needed contact with planning steffs outsidc the 508, 7his was particu-
larly true of the Speeisl Staff Sections. )

¢, Travel facilities deiweer London rnd Chelterhanm vere inedeguate
and, foir the iost part, tine-coasuning., Wire comnunicetions were 2lso inade~
quate, Constant personal liaison vetveen the two offices was i.practicel.

¢. Substantially nore personcel vae Teawired to operate the Eerd-
cuarters in two cehelons,

e. Actlon mabters werc oftcn dclayed decause of the frequent neo-
essity of concurreace froo vobil cclielons of e stalf section end the freauent
absence of the Chief of Section from ihe echelon required %o ieke thk action,

The internal orgenizalion crf 50§ (l_ncluding tile Pase Sections), the
extent $o wiaich it dupliceted, or was Aumlliceicd by, e siaff of Hesdquar-
ters 270, «ad enpropriste cozclusions end rccoimcadetions es (o organization
aretlbe subject of ¢ separete study and erc mot within Lhc scope of tuis
documeats, It is desiradlc %o noint out kere, however, that ths zlimlnsetion
of separste Speclal Staff Sections on ins Theater end S0S levels as des—
crived in previous peragremis, end the smmointaent of the Comnezding Gen-
eral, SCS as G-%, Buropcan Theeter of Opevations in sldition to hie othar
duties, were definite improvements in overall efficlency”.

5. Corclusion, Splitting an SOS type Eeedquarters into two or nore
eclialons decreases its efficiencyito.mich an extent ee rlnoet invarlably to
offset any odvantases.

3. Docwient curvently oveing prepaicd b the Ginersl Sozrd, United Stmtcs
Forces, Zurovean Thester, cutitled "The Orgenisetion ené Fuactions of
the Commenications Zone®.

L. GO #33, Kq ETOUSA, 27 Lay 1943.

Re-B-§—-R-1-C-T-E-D



R-E-S-T-R- I-C-T-E-D

SECTION 3

DEVELOP.Zi'f OF THE 3PITISE ISLES 4S5 A"

ITVASIOD BaS¥ - BOLERO

S, Geoeral, Logistical omild-ap in the Iritish Isles, as shorn in
orececing parczrenhe, was dirsctly affccted by the succeesful invasiocrs of
Torth africa ~nd Itely, the vorld-sride shortage orf siinning and supolies, the
nriexity given $he air offenslve carried on by the Unitcd States fron Eng-
lond, ond , for a nwiber of :onths in 1943, the indecision as to whethor the
arjor effort egeinat Burope should comc from tle south or the vest.

JLe following paragravhs descride the overall developzent of the
3ritisi Islcs as an invesion vase and trece 1ts progress through the various
.chonges in priority and planning,

7« Thc BOLERO Prosran and tiie 30LSEO Comitbess, The dbuild~up of
Uiiited Steles forces and supnlies in tie 3ritish Isles took place under a
Joiat ancricex~British logisticel progran callad B0LTS0, esteblishied by the
Joiat Chicfs of Staff in Washington.

During the spring of 1642, a BOLIXO Conbined Comuittece was cet up
in London, coiwrising representatives of the Sritish iinistries end Armed
Yorces, pad the American Aray, Alr Porce, apd Fevy, lejor metters of molicy
reauiring dscislon or arbitvetion rere referrcd to the Coundttes. Less in-
nortant aatters were setiled by ounierous suwb-Comaittes organized $o deal with
prodleis in specific oategories, ilatters whick could te settled directly be-—
tween Sie anericen end British agenciles coacerned were not referrcd to the
BOLZEFO Co.mibbee or ita sub-Comnittecs unless they vwere of considerable in-
nortansc,

& second BOLERQ Coubined Comulttee was set up in Tasiingtoa in con-
nection vith tiic Joint Chiefs of Staff to settle aatters reguiring considera—
tiez on a yoveranentsl level,

2, Twited States Basic Plauning Divectivee and Zritish BOLERO Key Plans.
The deeisions of the BOLERO Couuined Commaitiee in London, es well as comxolgle
aspecie of tlie overall plan for accormiodating United Stetes personnel and
supplics in the British Ieles, were issued in & ssries of four 30LERO Key
Plans, Thcse Key Plens, published by tie British War Office withihe coxcur-
rence cf anpropriate United States authorities, constltuted dircetives to the
various British agercies coacerned vith United States reguirenmcats, Mt were
Cistrituted to United Statcs agencies merely o8 a ma'tcr of racord and for
inforuntion end guidance,

For the Pnited Strbes the nearest eonivalents to the BOLERO Key
Flans were the 3esic Pradnilug Directives miblished by Heedquartérs $0S,
coveriig only such declelons and nlens as were of concern to the S0§ and its
varions sudordinate comaands exd staff sections.

2, Dcbails of the BOLYRO Ker Plans., The basis ¢f the verious Eeyr
Plaze cnd 8 few of thedr iipevtant provisions cre outlingd telow, princis
Felly to indiemte the fluctuating factors forulng the fowndatlon for logis-
tical build-wn in tLe 3ritish Isles.

The First BOLTRO Key Plaa, 31 liey 1982, wvas bascd on an overall
Ualted Stetes build-un of 1,049,000 rien and an invesion date of spring 1943,
Aneng 1ts sore significant provisions was the decision to cleer 3ritish
trouds out of the southem pert of Englend (3ritish Souther: Coriead) except
for tloge engeged in air dedcuse and certain other iypes of specielised work,

F-E 5_7-R-I-C-T-E-D
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and to uee the area for the accormodation of the nmajority of the United
States Forees, These forces, in turn, were responsivle for mrotecting
the area against invasion and ralds.

The Second BOLERC Key Plan, 25 July 1942, vas based on an over-
all United States build-up for 1,1’%7.000, with the invasion date renain—
ing uachangsd. It gave further detalls in lire with the dasic decisions
of the first Plam, Included in 1t were provisions for receiving 120
shiploads per month of supplics for Urited States Fovces, one-~fourth
of ~hich was estinated to be vehicles end two-tlirds of which were es—
timated to reauire covered storege. To handle tilE "To&%“Et the ports,
the United States vas {o supwlehent British dnck labor with sixteen
port vavbalions cnd eight servicec battalions, It was enticlpated that
the 3ritish rail system would have to provide 300 passenger and dasgFage
traine per moath and sixty freight trains per doy.

The Third BOLIRO Fer Play, L1 Fovenber 1942, was an interin plan
based on the unexpected diversion of United States parsonnel and supplies
te Africe end the indecision on governmental levels as to tlie future role
of the British Igles ss an invasion base, "hile ermbhasizing that the
Second BOLZRO Key Plea was ornly bemporarily set aside, it dirascted plan—
aing for only 1}27,000 Uaited Siates trooms through ijey of 19Y3, provided
for no najor supmly dulld-up, and indicated arn wicertain future.

The Fourth ¥ey Plan, 12 Julv 19‘%3, changed the ‘nvasion date fronm
thetepring of 1943 to the spring of 19'Y and celled for a build-up of
1,340,000 aen, It required hendling e maximum of 150 shiplosds of UL.S,
cargo per nonth rather than the previous figure of 120, An amendnent to
the plan published on 30 October 19%3 changed the troop basis to 1,550,000,

SECTICT 4

POOLIWG OF BRITISH — AUBRICAE LOGISTICAL EESCURCES

10, Problem. 3aslcelly, the spirit and asgrecnents uwnderlyring joint
operations with the 3ritish called for the nooling of 21l resources aad
their use either by the 3ritish or United Statas forces on an cquel basise
a8 required.

This princlple was carried out with resoect. to .jost of the izmor—
tent logisticel aspccts of the operstion. Lend-Lecse, under which enor-
ious quantities of supplics were tuimed over to fhe 3ritish, and reverse
Lend-Lesss arrvangenents, under which alijost sen alllion ship-tous of
supplics were transferred from Mritish reeources tc United States Forces
in the British Isles up to D-Day, resulted in 3ritish ead U,S, troops!
being couipped and supnlicd ecually well,

There were,hovever, iimortant factors nellng it wowise, from the
United Stetes! point of view, comnletely to apnly this mrinecinle of con-
won supnly in the 3ritish Isles to all Logisticab resources, These
factors are swnarized as follows:i—

a. Thegosorption of United States personzel into British opera~
tions directly serving voty the United Siates and Jritain, whlle in nary
instances desirable for short—tern efficiency, deprived United States
personnel of experience in doing tie joo independcatly and e.ccord.ing to
the procedures of their own arny. Such experience was essenblal in nre~
paretion for independent operabion on the Contirent,

b. Problems of rainbenance, especially on thc Contineat, nade
Ampracticel the free exghange of equipnent and supplies,

PE~5~T_R-I~(-7-E-D
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c. With resard to certain consuuicr-tyne iltens, especlally food-
stufis, the United States cnd Britiash scalecs and stardardse veried videly.

Tae following three paragrephs didcuss exenples of specific prov-
l:is erising in the nooling of logistical resources.

il. PBations, United States troops arrived in the 3ritish Isles wcll
iz advence of their ratioms and thelr facllitics Lo recelve, store, azd
issue thon, They were eubsisted on 3ritish rations, 3y liarch 19152 suf--
ficicut United States rations hod arrivcd to0 pernit the issuc of a a0di
fied Aritish retion substertiglly chenged to confori to the %este of the
Lroogs.

This Sritish snericea vation was not satisfectory to United
Stetes troows, Of necessii;r 4t conbalned various comicdities ia ruch
fiffcrent proportions then thceyr werc esccustened to or liked, I% wes clear
tuzt tlhe average soldier wovld elvays comsider 14, or may nodified British
ratiorn, greatly inferior to tic ration e had tecn conewiing in the United
Stctes or %o the ration he expected oversces, Therefore, while it wes
conéeded that a nodified 3ritish ration, mutritioselly esqual to Uanited
Stetes! standerds, could be :ade aveilable, it wes cleer thet 1% would
never be acceptadle to the Anerican soldier, It rould be necessary to
Leve @ completely scparate United Stetes ration end o separete ration
distritution systen.

Tue Sritish, on the other lLand, strongly reconiended thet Aleri-
con~3ritisl subsistence resources be woolcd end thiat Unitcd States aruy
unite contiruc to dvar food from British depots. This would have per-
zitted the continued hendling of £11 food in %he Britis: Isles dy the
©lirietr of Food., Distrioution te all nilitary persoanel ~=auld have
teen secomlisied by the Roral Aryr Service Forces, This systen waald
waflonbtedlr have resvlbted in :iany econonies, FEowever, there were nun-—
crous rcasons, such es the cffect on uorale of U,S. iroops, why this
nlai could not ve accepted Dy the United States, Ir a lettex of 17
april 1612, Lord "foolton of the British i{inisiry of Food expressed his
regret that the U,5. Army Lad defiritely dccided to set up its o de~
aots and to iuport ite own, scparate food sudnly.

Besides aatvers of Uaited States norale cnd econory in cistribu~
tion, azotlier fector us involved: the peycliological cffect on the
3ritiel: of the United States Forces! Laving a dafinitely svperior ration,
idle tnis point vas kept in 2ind, the only real compronisc rede was the
use of the 3ritish Imtlonal "Tieat Flour for United States troops. Even
ti:le corproaise was influenced to no suell extent Uy the dependence of
the United States on 3ritisi baiingz facilitics tuet —cre roducing for
Britisk nilitory and civilian conswiption es ~ell, United States! sol-
diezg, vho for the .ost part considersd the Sreed uat-sty rnd definitely
inferior (althoug) its nutritioaal content wes excellent), looked upon
this cerpronise as o snbetential sacrifice.

12, Post Exchayre Iteus pireseated & ~rodlen siniley $0 rations, in
thet the aqualit:r end scele of issue for Unitcd Steles t¥oaps was definite-
1y superior to thet for tiue 3ritish, As a resull the U.S, agreed to lin-
it its candy ord soap reticn %o substentiully thet of the British troops

_exd %o usc lorge quentitles of inferior British candies.

13. 3Irenswortation Systcn., An exemple of proposale to absorb Uaited
Stetes rescurces into a Britisl orgenisation is efforded by the British
sug eabion to use U,S. Army Trassportatlon Corps versonmiel snd equip-~
aent threoughout the 3ritish irilwey systen, as aeeded, The preposel could
a0t be concurred in by United Stabes euthorities as it would deprive their
norsomel of the experiende to Je galned in operatinrg iadeperdently.

B-E-§-7—R-I-C-T-E-D
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In a compronise, the Transportation Gorps controlled all movenents
ia those ereas of tue Britisi Isles wherc United Statce Fforcss were the
dozinant uscrs, 3British perscnnel were assigned es sudordinatcs in such
areas, with Unlted States personuel ocing assigned o8 pubordinetes in
erens where the British were the principal users,

1k, Conclusiors.

a. The folloiny factors definitely 1lialt the extent to which
Inter-Allied pooling of logistical resources is feasiblc:

(1) Diffcreaces in qualitr and quentity of consuner—type
goods sucl: a8 ratlons. Pooling errangenents resulting in the substantial
loverlng of supply stenderds of onc growp will invarievly result 1n ser-
ious repercussions suclh as 1o worelc.

(2) Pooling wiich inmvolves fice exchenge of supnlics re—
sulis in serious aintezence eid snare-parts difficulties.

{3) Pooliny of nrrsomncl to the ~xteat thrt troeps of one
nationality eve integcraied inio orgrnizetions of tho other teads to causc
dissatisfaction anong the mitnority and tlie lessening of their ability to
onurave independently,

R-B-$-T-R-1-C-7-B-D
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- DEAPTER 3

LOGISTICAL PLATEIVG FOR THE IFVASION

SECTION &
EXPERIESCE IN PLACEIVG OES WOXTE AFRICAN ISTVASION

15. It wes generelly agrecd shet logisticel preparations end wlen-
ning in connection with thei part of the Forti Africen invesion force
originating in the British Isles had deen so0 inferior thet, had the Al-
lies nounted an opevebion against Fremce with no crenter sfficlency, it
would alwost certainly have feiled.

This was principally ceused by thre- factors!

2, There hed been no commarevle nrevious experience to de used
as a guide,

b, The decision 3o invade Torth Africe end tie besic plans thege-~
fore were not nade available sufficiently in advance to yper:it careful
detailed plenning snd preparation,

¢. Plevaing vas done vy o conbdined staff of 3ritish Auericen
plammers csteolished =8 o senarete orgenization, end practically isolzted,
in Yorfolk Fouse, Londo:. fThe 508, IY0 had no opnortunity to teke pert
in the actual development of the plans end, in fact, wes not fully 2d-
viscd as to vhat the plans wére.

The leck of advance notice conceraing the operatiorn was, to o
large extent, vnavoideable vecause of Hlic late dote on whiich the Yasic
decisions were pade.

However, thie procedure aad nethod of plemning ~ 1its restriction
to the snall planning grows in Londow - was a decision nafe in the Zuro-—
rean Therter., This declsion, bosed prinarilr oa security considerstions,
was generally believed at the tlie t0 de the wisest. The deficiencies
of the africar invesion and tlie suceess of Gecentralized planning for the
invesion of Frence proved that 1t was wmwise,

{iany examples of alstakes thet vere lergely the result of the ex~
cess centrallzation of planning can ve cited,  Auong thexm were the fol-
lowing:~

2. The Aduinistrative IZstyvetions reowired eech soldier during
the Zirst few coavoys 40 cerTy clothing end ecuipaent weighing 132 pounds.
This was not reelized vntil too lete 5 effect a chenge, HoQ there beecn
any substantial opposition, landings wnder such 2 load would have veen
cxceedingly difficult end costly,

. b, Troops were carrying suxier clothing in Foveuber in spite of
the fact that such clovhing wes not a necessity in TForth Africe wnbil
lareh.

In en effort to avoid the mlstakes of the African Operation in
plamning and execorting the invesion of Ffance, a Joint Britisl-Hnited
States logistical school (Joint { Planning School) was estahlisked in
London in Pebruary 19%3, uncer the joint supervision of the Quertsrmaster
Gencral (British) end the Comwending Generel, SOS, 2Z0. lost of the key
logisticel planning officevs, vobh United States rnd British, attended.
“his school was a najor combribution to the efficiency of future logis-

R-B~5~I-R~-1-C-T-E-D
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flcal plemning,
18, Conclusic:rs,

. Loglsticel —lanaing for an overatior mm<t be decentralized
te the exbent thet full wuse cem Ve urde of officers poesessing detailed
technierl knowledge, This cen be accomplished without divulging the co.-
~lete tscticnl mnlan.

©. Cilefs of Thenter Swceisl Staff Sections muct have tinely
Imolepe of tectiesl nlnna to permit deteiled lopisticel nlamning zad
the accumlation of proper summliee. Good nlaamizg, if 1t cdoes not in-
cludc tizely advice to Speccirl Staff Sectioans, is not edeguete,

L4176 PROCEDURE -

PESPOCSISILITIZS OF ¥aRICUS ECETLCUS

17, Inver-altied Plepplinge, 3v the seeond ourzier of 1942 wien United
Statcs staffs iz bthie 3riiishk Isles lLed growa to ihe -ocint where therr werc
canzole of sotively engnging in Ceteilcd plannias for an operstion on
tie Contincal, the 3ritiek hed oclrcedy given consideravle shought to the
»rovlen and hed develop d neny légisticrl dctrils for ihe 1943 invasion
vlen asoreved Dy the coint OLife of Steff. 3cesuse of ti'ds, anl especi-~
clly 28 ¢ result of tu€ir roceal cxpericnces in coavat onerations under
corrent condltions, Yl 3ritish contlmnlly furnished inveluabdle gaidance
ol rssieterince to the Unlted Stetes Staffe in their plenning,

The first fouiwl ov.rnizebion est-olished to sccouplish joint
logisticel »lonning vre the WROUTD-UP Adiinististive Planning Steff! (RAP).
o e leage exbent it vies sponsored rnd gulded by the Sritish. Its aun-
erovs sub-Cowivtere, desizned to vover jjost minjor Jogisticel proolens,
coxtnined votn United States rnd Eritish reprasenictives. 'Tith the ex-
cention of a socretarict, 1t hied ro weraantly assipned staff; the verions
co.ndtiees sict s the nced arose. Plene end procetiares ers publisiied
in -lwot coue to be o Yoluwninous scries of coixrlttce reports,

During the period wihea the AUID-UP adnirietrative Planning Staff
ves 1esponsidle for mlenning, Headraerters SZPOTUSA mnd the Rritvish each
mninbeined o Co.bined Operations Staff -ho worked infornelly together.
Their foruel egreeaents end conclusions were expresscd slrough the FOUID-
UP Aduinistiative Pleuning Starf.

The first joint Sritisli-aericen orgmalzetlon vith a neriarnent
Jritisl-Unitcd Stetes stoff res the NChicfs of Staff Swuprete Allied Con-
neadh (005SAC) which was orgenized 1a April 1943, It supcrseded Lle
Z0UD-UP Aduinissretive Pleanin: Steff, Indtielly COSSAC was ncrely an
sdvisory cud plonning gfrowm; later, beeause a Supoens Con.ander hed rot
veen apnointed end nroliuinery ection elon, certaln linss ''ss recessary,
C0854C a3 given 1izitcd povera to faciliteve and even inplezent ite
Nlamadag, |

In Janwary: 19kL, supraze Hesdouerters allied Expeditionary
Torce {(SEiEF) was esteblialed, superseding cnd cbsordlag COS8AC, There-
vpo:l there came into existeace ¢ sbrong inbter-Allicd pleaning organiza~
tion with commlete ruthority to issue and iuplenent its decisions.

Beacath tle tow ecilelon of Joint nlenndiis end eontrol the 21
Army Group (Rritish) Herdouerters red Yecn orgenized eerly in 19:3 as
RS-5-5-A-1-C-1-2-D
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e senior British grouand force headouerters. When it vas decided Iater
to place all alli~d ground forecs under s single co:and for the actual
lavesion and early oncretions on thic continent until it should te feas—
ivle to estadlishe » sepoarste zone of operetions for United States forces
under United States comsand, a United Stebes adudnisirative steff, froa
First U.§, Army Group Heedguarters, vas attached to 21 Aray Grown Eead-
quarters for the purposec of integrating United Statcs requiveneants into
21 Awy Group nlans and nrocedures end to serve as Lhe comnecting link
between 21 Ar:r Group and United Stabes grount forcss until ihe United
States zone should bde catedlished. Therefore, 21 Arny Group A8 TCE-
poasidle for all najor logisticel errsngzcaends for the initlal veriocd

on the cortinent,

Orvgonizetions siidlar in status to {iie 21 Ary Group were or-
genized for joint couirol of air and sea forccs,

18, United Stetce Pleining on g Pherter Lovel, Until april
19k3, plerping was tic resnonsibility of 6-3. At thot tiic a scporete
gcneral sbaff sccticn wes orgenlzed, designrted =5, sad chargel witlh:
tiic control and cooriinntion of all United States plamxiing, voth opere~
tioral end rdidulsbrotive.l It wes slso resmonsidle for the cirection
of Unitcd States plauning representntives assigacd te COS8iC, In fact
G~ was, for all procticel purmoscs, thic United Stotcs elcuent of COS<
SAC,

In October 19L3, G- wes inectivetc2®, For the :0:t port ite
-sbaff stoyed with and ves integrated inte 0CS8S:C0, Its.ifunction of con-
trolling and coordinating wlanuing on the United Stotes Theeter level
wag returped to G-3,

19. Plenning witiiin $0S Headouerters. TFor tlie noct paxrt, the Gon-
eral and Spccial Staff Scetions of Headouwsrters S0S placed too little
exphasis on planning for the inveslon.

Initially, tids was due to the fact Shet higher deadouarters did
not essign such respeneibilitics to it. Untdl MNarch 19%3, practically
all logistical plamningz for tlie invasion was etteapied by the Special
Steff Sections of Theater Herdquerters in Loadon,

This situation as then scacvihet remecied es SOS estadvlished o
planning echelon in Loadon whiel absorded the Special Stelf Sectlons
o Therter Hredquarters, Fowever, thle echelow, cirrged mith action on
nolicy tnd planning natters concerning operetion in the British Isles
as well a5 on the Continent, cene to e 8o burdencd '1th cur:ient prob-
lens of operations thet it Aid not cernark sufficical key personnel (o
canccnirase on the najer ovjective of invading Fremce, The eplit of the
50§ Headquarters between London aad Cheltenhan and the resulting loss
of efficiency (as ciscussed in Section 2, Chepter 2) es on additional
Aifficulty,

Mhroushout ths planning period there vas a laociz of a‘stron,;
ageacy on the Gencral Stefl level of Heedouerters SOS }:o estaolisl_x tle
besis for and to guidc overall »lerning. Origi‘i:fxllt' ’o.ziﬁ rcgponsmbility
was charged to G-3, leicr it deosie the responsibility of G-k%; actually
no~one really assmuied 1%, Auong the unforbunste consequences wee the
persistent lacl of officiel troop forccass, egeentlsrl to nroper plasaing.
The confusion ceused by this @eficiency is expressed im the follo-:.ring
quotebion from e plesning Llstory mrepared by ore of the §08 Servicesl:

1. G0 #21, BTCUSA, 16 Anril 193,

2. GO $#71, BICUS&, § Octaver 1943.

R-2-§-2-R~1-C-T-B-D
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U,:,,.Bxnreasions suck as !"hich troovn strength did you use?!
vhlle entallins a degrec of Immor, were highly swibolic and nNost -
fortunate in nlamninr..,., It was not difficult for wlannins officers
to obtain several Theater troop forecasts vrepsred by verious (Gereral
Staff) egencles. Under such conditions plans weve often subnibted oy
veyious Services, with one of thic basic assumptions, tTeo?8 to be sup—
worted, varying with the nlane thenselves.!

Lergely as & resolt of these deficlencies in »lauring enphasis,
1t was ot until the second muarter of 19LL that an oversll Commnicn—
tiong Zone plan for the entirc OVETLODD Operation existed. Prior to thet
tinc, howeer, senerete studice had teer nade Yy staff sections ca ver-
ious subjects.

Thue, a8 ¢ “hole, plemniag vithin tie 505 Beadquarters was
charccterised vy a lack of ciphasls at as enrly a date as vould have
Yeexn desireple, eud DY the lack of a strong contral wlenaing contrel
ané coordins bing agen the General Stafr level, These fechors, for-
tunctely, Gid not prevent Herdquarters 505 frou developing edeauate
wlezs., Mhere were certaln crrore and ccrials oulgsions, These were 1n-
lierent in e operetion of sueh unprecedented characierisyics smd wegni-
tude. Bub generally enceking, plans were sevolved and immlenented in
sufficient tiic cud witu sufficlent foresipght, effectiively to nount and
supwort the opsrrtions,

20. Plenuing Fosnonsibilities of Subordizate 50§ Comuznds. Var—
ioas S08 (Co.xwaicetions Zoney swoordinate commends ¢Tre organized in
the 3ritish Islee in preperction for tielr =ission on bthe Continent.,
Bach of these wes piven spceific planning responsivilities.

Sonior auong thea wes the Forwvard Bchelon, Co.mulcetions Zoune
(FECZ), nctivated in Feoruary 19bl, FECZ was rcenonsidle for detailed
ploming of el Comxawmicntions Zone activities froi D plus 41 to D nlus
90 oad for supcrvisikg the detailed vlasning of ADSEC (see velow) for
the period D nlus 20 ¢whca the first llverated avea '8 to ve released
fro. Avmpr conbrol) to D nlus L1, FECZ ves to estrolish hieadquarters on
the Gonbinent when Lie second Base Section was esteblished, ebdoub D nlus
L1, Actuslly FECZ was diesolved vefore going to the Contirent. Host
of the pleaiing acconplished by it was actuelly done o tlhe Staff Sec-
tions of S08 (Co.municetions Zone). Therefore FECZ accormlished little
bv its exisbence. It wes detrimentel t¢ the overall planning effort to
tie cxtent that 1t placed nu additiorel plamning echeloa between the
Continentel Xease Sections and Herlquarters SOS (Commnications Zane)
and drev its staff fTo: tlic leew personnel of the plamning staffs in
Headguarters SO08,

In sddition to FEGZ, en Advence Section ¢nt three Base Sec—
tions werc organized in the 3ritish Ieles for opcresion or the Continent.

Advence Seciion, Coumnicetions Zone (ADSEC) wag vrovisionelly
orgenized in Pebruerr 1904 rad finally constituted in Anril 194k, 1t
wos charged with the vesponsivility of cetailcd planning for all Con—
sunioctions Zone mctiviiies on the Contiment during tae period D plus
1k to D »lus 41, This ~lersing included vhe calculebion of speeific items
and guantities regquired om tilc Continent during thet period, Tids vas
cccoupnlished by combinlng the reguirenents submtted b ell nejor con-
aends with thoss for the nroposed ADSEC arca end suvnibting deteiled re-
guisitinna. ho Fesficuartora cormpications Zane

3. Iiformal stadr entitled "Critique of Quarterzaster Plamning for Gon-—
tineatal Onerations®, Office of the Thester Cidef Zuartermaster,
Dacenber 19h5.

R-B-5-P-2-1-0-1-3-D
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Of the three 3ese Sections, #l wae activated in A»ril 150k,
#2 in iay and #3 in August, They vere essigned dotailed slenning res-
nrasivility for the developnent of specific aress on the Contineat.

Thus Headauarters Commmicotions Zone published no detailed speci-
fic plang for operations on {he Contineat during the OVERLOED period
(fron D-Day to D plus 90). Such plens ere published by FICZ; wore
detailed plans concerting specific periofs and aveas were published
oy ADSEC and the various Base Sections. This decentwriization of mlan~
ning vesponsibility within the $0S resulted, éxcent in the case of FICT,
in wsvirg the sane staffs thel vede the plans cxcoube thei., Thids enedled
tien to undertaite their operatiors with a mmch clearer understanding of
ine problens and the logistical arrengencnts thet hed been nede,

2l. (Cenclusions.

a. Planning vesmonsiinilities between Goneral Staff Sections
smsy Ve clearly defined. Definitions as contedned in 'far Departuent
puslications ere sufficient only ae an oversll guide. The Couanding
Gezeral st publish then: in rueh greater Aetail ir consideration of the
circunstences involved.

B. A strong egency oa m Geiaeral Steff lcvel to coordirate ond
control all nlamming rctivities is essential., This cen ve accoimlished
oy speeifically assigning the reeponsidility to one of tlie General Staff
Sechiozs or by establishing & sepercte section,

c. BSpecial Staff Sections sust e fmlly ubilized in the de~
velopriext of logietlcal wleas,

d. Keyr personnel on the Theetcr and Hesdguerters SCS levels
mmst be freed for operstional »lanming 28 soon as, the decision o
undertake a nsjor oneration is uale. They should e freed frol all
otier duties ond organized as a nlaming section in epch General and
Special Staff Sectioa. It Lias not proven sabisfactory, vecause of the
nressure of current probless, o integrabe long-renge plamiing functions
into suo-sections resmponsivle for execubing current operations.

e. Hajor hehdguartefs should be activated ns planning groups
e Tar es nossidle in rdvanee 0f tieir bacoaing oparebional. Ig sleaning
their ovm future activitica tliey cein valuadle background.
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SUPPLIZS FOZ THE IHNVASION

SECTION 7
EBRITISE PROCUREAENT

22, Procurement Objectivee., Iaitiel nlans i not visualize ex-—
Yensive procurenent of supnlics in the British Isles. Tuis vprinciple
was specifically stated in Tovember 1941 by the joint Arar and Navy
basic war plans as follows: "The United States forces will, as far as
practicable, draw their logidticel supmort (supnly ond neintenance) fron
sources outaide the 3ritish Isles, Subject %o this mrinciple, liovever,
the silitary bmsis, repair facilities and supplies of either mation will
be ab the dismosal of the nilitery forces of the other as required for
the succeseful prosecution of e wartl, Thus, in sebilng up the Fen-
eral Purchasing Board in the 3ritisk Isles 1t was Tclt that its functions
would congist principally of training end prevarations for procurezent
on the Continent,

This initial plen of limited procurenent in the British Isles
was changed in the surmier of 1942 for two basic reasonss

a, It vas found that certeain couiodities existed in the Sritish
Teles beyond Britiah Beeds. 4lso, in cerbtain catezories there existed
swplus apufacturing ~nd wrocessing capecity thrt vas short in the
United Stetes, These coaditions hac not Leen foreseen,

b, The nost irportant resson, hovever, wes the shortage of
ocean shinping.

In the sumier of 1902 the Theater Corxtender laid dowm the basic
principle that the overall comservation of shipmiag spece would be the
basic congideration in determining the desirability of procuring itens
in the 3ritish Isles; he specified, however, that this would not include
the procurenant of itents that rovld necessiirie the vliinate repladement
of 1like tonnags to the 3rivish for thelr owm use,

23. The Ceneral Purchasing 3oard and the Geneval Purchesing dgent.
Following the experience in “"orld "Tar I, there wes established in iiay
1942 a General Purchasing Agent end the Generzl Puvchesing Board, The
General Purchasing Agent established a perneneat staffi the General
‘Purchasing Board cousisted of representatives of the various Speciel
StaTf Sections of 8§0S. In most instances these represcntatives acted
al9o as the Procurenent Officess of the various Speclal Steff Sectionms,

The General Purchasing Agent end the Geneial Purchasing Board
acted as the suprevising egsicy for the nrocurenent of labor and ser-—
vices as well as supnlice, With the 3ritish, they forimlated the aore
liportant procedures and nolicles, *fithin these procesdures and noli-
cies the Special $taff Scolions were given considerabdle leevay in car-
rying out thelr own procuremcni nprogranss

This centrelized control mroved 4o be extremely valuable in
negotiating overall agreenents witik the 3ritish, achieving standardiza-
“tion of procedvrs, snd preventing any overlapping between the the in-
dependent negotiations of the various Speciml Steff Sectiona., 4lso,
it providef an acency with enovgh prestige to desl with the British
on the highest lavel.

2-F-5~7-8-I-C-T-E-D
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ok, Accountnoilitr, Initiplly regvletions requived ar exect evelu—
rtion of poods reccived fron the 3Iritish wnder Peverse Lend-Tease, This
moved exceeding difficuli as tbe voluse of wrocurenert increased. The
Britisl could not elvaye provide accurate cost fisuree on delivery, Bup-—-
wlics vere received by a large mumoer ¢f United States depots and orgeni-—
zations directly fron nany nanufacturers, and there were aot sdeouate
awivers of U,lted Statcs officers gualified to nake price eveluations,
esecially under British wor~tisie conditions.

This situation wes alleviated in Octoder 1942, »-en the 'far
Depertacnt, enpowersd by onew le-, eulhorized quantitative records orly,
ar: 011 goode reccived. There followed a meried during 'hick United
Siates venorts vere based on welght or guantity, and dritisk renorts
(q..nxtcrlv) veve based on arnrozinets conetary values, Tlde procedure
20t only siumlified eveluation, 1t elimincsed 1% for ell practical pur-
jpoees, It was anporeat that on ultizete ronetarr settlezent would be
iumossivle excent vased extirely on the 3vitlseh figwres,

In June 19Y3 imetructions wcre veceived frox {ue “far Departiient
to re-estadlish = srocedure fa- the sonetary valuetion of goods end ser—
vices reccived. '-*v this tiac, procurencnt froug the 3ritish had rcached
such nproportions tlet an intependent evalvation b United Siates auth-
orivies wns irmossible, It wne therefore asreed thet the 3itish would
Turadsl tac United States +with unit prices, vut it +as found that even
tiis could not 9e accoiplished dacause no E¥ste: ves in existence for
estaclishivg wadt vrices, 3ritish iadustry for ihe nost part being on
en overall cost-nlus vasis, Finally all concerned concluded thet the
best possivle solution wos Yo accent the cstinabted moneterw values al-
yealr being furnished ouarterly U the 3ritish.

That such e nricing procedure wae accestavle to tle United

States autlorities indiceies their high vegard for 3ritisdh integrity.’
m.‘ serious disagreescats €ic not arisc on all levels «as due, also,
to sbe feeling thab the supilies l‘er:e.ived freii the British would fall
for sl:ort. of tie supnlice furndshed $o then frou (he U,ited Stales,
and tae peliel tuabt the Aifference "ov_ld never Je sehled in auy event.
It wes cleerly indicated inet, vnder nost other circusstances, the
veluation procsture followed in the British Isles could noi have been
eccentavle o tihe Vaited Steotes,

23, 3xbent of Procurenent. 3eceuce of the tmavoddavle avsence of
awoper recounting, an cvaluntion oz the sunmilies recelved frea the Brit-—
ish'caunot be accurstely :rde, Phe following infernedion ie included
here to give » general concipt of Lhe vagnitvde of the nrocurancnt
LrosTa

a. Fron Jonuery 1942 to Pedruary 1945, a tetal of 13,000,000
gl:ip-tons were odtained.

b, At tines there wcre in excess of 4,00 diffcreat i%cus deiny
wiccured.

c. aluost 20,000 3ritish civiliens were ermloyed in United
States Aruy innte’latio 18 in the sumner of 19Lli, In eddition, 67,000
3:itds! civilians were divectly euployed on United States coratiuction
nrojects in Decenmber 1943, - These cxeiples 4o not include the thouscnds
corking indirectly for tie U.S forces in various Britisi government and
civilian orgonlzatione such as he rallroeds cnd factories.

1.\ Joint Ary and Wavr ar Plaz, Peinbow #5 (Revision Fo. 1), Section
I7, "Goncent of tiie WAr', 26 Noveibver 1981, Pox 13 (4},
2. Final Report frou Geamersl Purchasing Agent to CG, Con Z, 2 Jan 1943,
BB §-7~R-1-C-T-E-D
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d. During the period froa 1 June 1942 to 3O June 19LY, 314 of
all United Stetes supplies in the Buropean Theater cane fro.. British
sources. Of the lotal United States Arny tonnage assenbled in the 3rit-—
ish Isles by D-Day, 39 had Dbeen procured fron thc 3ritish,

Consiceradle dlfficulty was experienced in handling, storing,
and effectively utilizing certadn Britisi-vrocured supplies vecouse of
tublr dlssinllar narlcings and inferier packaging standards, liany of the
containere hed to Ye reinforced by United States denots defore shinnent
sould e nade to Africa in 1942 and 1913, 3y the tiue the lavasion into
France vas :ounted in 194k, considerable improvement had beex nade; how-
ever, the waste of Sritish supnlices because of differeat snd inferior
neckaging ard narkiag was still quite substantiel.

26, Concluaions,

e, Commlexities of foreigm procurenent or a large scale are
sucil that control should D¢ vested in a strong, central niocureneat
agency functioning on the Geaeral or Special Staff level of either SO$
or Theeter Headquarters, as epproptiate, e deslradility of such an
ogency hes been provea in voth World Yars I and II.

Y. TForelgn procursment of supplies and equipuent for use under
operctional conditions tends to Ve unsatiefactory for & large percentage
of 1itens because of inferior and dlesimilar quality, packeging, narkings,
wioerteinties of scheduled deliveries, and difficulties of repelring and
naiateiniang the end itens.

¢.  When large foreign wrocurement programs aré désir
able in connection with active operations, coarédful considera-
tion should be giveiw to the advisability of nroviding suitadle packing
ond narking swpnlics #nd equipnent fpon United States sources, or of
ircluding such itens in the wrocurenent progran as a special nroject.

d. Predeterailnation of a iaethod of evaluation end pricing is
essential Vefore e foreisn procurenent progran is initiated., If this is
10t cdone, differences 11ill erise vhich, aslde fron onetary considera-—
tiong, will result in unfortuwnate disagreenents and ill-feeling even on
the highest levels. That such results did not ocour o any serious ex—
tany in the Jdritigh Isles vas 2 tribute to British integrity anc clese
3ritisii-Anericen cooperations,
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SECTION &
SPBCIAL SUFFLIES AND EQUIPNBNT REQIIIRED

FOR THE OPERATION (PROGO)

2]. Background. During 1942 and early 193, all items required
to meat major operational needs were spscified first by COSSAC end
later by G-4 of Headguartars, BTO, Thelr experience in ettempting to
compile & complete list of items, and the deficiemoliss brought to
light by the mounting of a portion of the African nperation from the
British Isles led to the conclusion that only the Special Staff Sections
of 505 powsessed adequate technical and detaliled knowledge to celculate
couplete requirements.. ’ ’

28. Basis of Calculations, Therefore in June 1943, hen the “far
Department directed the Buropean Theater to submit requirements for -
major Clase IV items and for Class II items avove T/BA and ™/® for the
remainder of 1943 and 19u4), it was declded to make available to the
SOS Supply Services adecuate taotical and logistical information to¢ per-
mi% them to calculate their ovn requirements, Separate requirements
for unocommon items were to ba submitted by the Mr Force.

The tactical and logidtical basis for aalculating these re-

oul rements, based partly on assumptions and partly on information avail-
able from Buropean Theater Headqusrters, and COSSAC, was published on

24 June 1943 vy Reedquarters S0S, in a concise seven~page document which
ceiie to be one of the more important factors in placing logisticel plan-—
ning and preparetions on e firm basis2, Fundemental facts contained in
the document were sutgiitted to end anproved by the Yar Depertment, thus
providing a common basis for submitting and aditing requirementsj.

It is worthy to note that this document included what prqved
to be, with one or two exceptions, the ninimum accegtable information
upon vhich intelligenot, long-range planning could be based. It included:

a, Troop basis by major types of units, e.g., divisions,
clagsified as Infantry, Armored and Airborne,

b, Rate of {roop build-up on the Continent und rate of troop
infloyw to¢ the United Kingdon. :

¢. Fumber and characteristics of Lines of Communications, in-
cluding an estimete of the motor transport requirements,

a, Mumber of major and minor pofts to be rehabilitated.

e, Bstimate of airfield construction recuired and mmeber of
planes to be supported on the Continent for the first three months.

f. Authorized levels of supply on the Gontlnent.

g. Eetimats of enemy demolition of poris, bridges, rail egquip-
ment, and signal communications, expressed in percentages.

AGHAR Cable R-9139, 4 June 13&3.
Ltr, Hq $0S, BTO, 24 June 1943, subject: Projects for a Oontinental

Operation. y
3. S0S, ETO, cable W-1201, 28 June 1943 to AGWAR, AGUAR cable R-Glk,

25 July 1943.

[
.
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It ves found poseible to furnish the sbove information in gen-
eral terms without divwiging the speeific geographical location or the
wpecific date of the operation.

The document omitted irfoimation and assupptions on two factors
vihich later proved to be of considerable imporbhnce:

a, In evaluation of necessary supnly responsidilities for
the civilian population,: This omission mey have been ineviiable, as
determination ef such rebponeibility was not forthcoming from higher
levels vntil a much later date,

b. An evaluation of the supply implications of mounting the
operation from the British Isles,

During July end dugust 1943, the computation of speciel re—
quirements wes completed by Supply Services in the form of projects, each
limited to a spcoific item or group of items mnd each containing e com-
plete justification, Requirements for likec items were consolidated by
the Service having procuremcnt responeibility in the United Statcs.

These projects, as supplemented snd smended from time to time, formed
the besls for all special supply reguiremente for the entire operation.
They were referred to as "PROCO Projects®, both in the Europecan Theater
and in the Untted States,

29. Scope_of Special Projects, fThere developed a significant dif-
ference in opinlon betwcen the War Department and the Buropean Theater
es to the proper scope of these long-range eatimetes,

The 508, Buropeen Theater had prepared prcjects on the assump-
tion that thcy should include all items of supply for which the estina-
ted need would be substantially greater than the nornal combet u¥eze
factors. The Buropean Theater realized thot combat factors, the oesis
on which the ier Department was estimabting procurement, did not teke
into consideration certain pecullarities of the conteuplated operation
in Burepe such es ship-sinkings between the British Isles and France.
Therefore, the initial projccts submitted by the SOS, Buropeen Theater
in July and Augusti9i3 had included meny common items (c.g., rations)
ag well as special items end major equipment. ’

The Wer Department, on the other hand, bad intended thelr dir-
rective to call for special requirements of mejor items only, and in
September 1943 it proposed that all projects covering excess issue of
normel items be withdrawn by the Buropean Theater and subnitted by
normal requisiticning procedure.u

Thers followcd an exchange of cables in which the War Depart-
ment agreéd that projects already submitted would be processed, but
specified that additionel projects would unot include excess roguirenents
of common items,

However, in October 1943, the War Department reconsldered its
previous dacisions and epproved the use of PROCO projects for all re-
quirements, including conmon items, in excess of normal supply as had
been:initially recommended by S08, B10.° This decision permitted the
immediate editihg afd processing of the projects by the Zome of Interior

ABWAR cable R-3290, 19 Septemver 1943.

508, ETO cable Y-4932, 27 September 1943 o AGWAR. ACGYAR cable
R-3748, 1 October 1943.

MAGWAR cadle R-U4209, 10 October 1943, to USSOS,

A I F
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and established the simmle and logical basis that all operationsl re-
quirenents in exzcess of noruel, initial issue end combat fectors would
e subaitted in the form of special projects, It also formed the vasis
which, conmbined with distinctive markings, facilitated the easy segre-—
" gation and proper issuc of speclal supplies, especially packsged sup—
olizs, in the Furopcan Theater.

33. Heguircments Following Initial Projects. Subsequently, diree-
tives were issued by 505, PTO calling for the subnission of projects
for 1945, Flexibility end repid proceseing was pided by the “for Depart-
uentls delogeting of authority to the New York Port to approve decreases
and. reasoncble increases to projects having War Department epproval in
principle, The entire procedure for editing, processing and so forth of
FROCO projecta was supmarized in a directive published by the New Yoxk
Port in November 19437,

31, Qonsideration of British Procurcment, No deductions were made
fron PROCC projccts for supplice to be orocured from British resources,
Estinnted quantities thought te be procuradble were indiocsted in the pro~
Jjeet ead later cancelled +hen deliveries from the Britieh were definitely
essured, Thle proved to be a desirable preceution es 3ritish ability
to produce was, in certein instances, affccted by bombings and other
waforeseeable circumstenoces.

32, Deficicnoles of PROCO Projects, Perheps the :ost serious de—
ficlency in requlrements as submitted through PRCCO projects was that
they did not refleet during 1943 the specific desires of major field
comands scheduled to take mart in the invasion, especiglly during ite
early steges, This was inevitable because thoee commands ters mot avail—
able in the Burcpean Thester until the end of 1943,

Theoretically, requirements submitted by the Supply Services
covered requirements of those commands, Actually shorteges did occur,
principally for two reasons: . £irst, Supnly Services could not in all
instences anticipate the defeils of the tactical pluns to the extent
thet the Army Headquarters involved could; and secondly, Arvmy commenders,
fiven considerable lesvay in implementing tactical plans, had individual
methods of operating which resulted irn special requirements.

33. %¥Bocation of PROCO Supplies, As late as April 194k, a sup-
stantial ;p?:rcantng’e of the itens requestsd ~nd ‘approved in PROGD projects
nsd mot arrived in the Buropean Thesber, portly becanse of the lete sub~
vission of ccridln requirenents end partly because of production 2difficul-
tics in fthc'ﬁp.lt,_cd Stotes, Thus therc arosc the prowlen of allocating
avoilable operotional sipmlics n8 well ns of timing issucs, Threc mcthods
werc considercd:’ '

a. Withholding supplies until using units were in operation on
the Continent,

b. JTssuing supvlies in the British Isles to the specific organ-—
izations that hed initiated projects, only as supplies shipped under
their project number arriwved.

¢, Placing all PROCO gupnlies in a common pool to be issued on
established priorities to orgenizations having spproved projects, re—
gardless of whether thelr specific supplies hed errived.

7. A8F Section, New York Port of Embarkation, "Standing Opereting Procedure
Hemorandum Wo, 7%, 15 Wovember 1943,
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The last method was decided updn and the varioue major commands
and organizations were given a credit end p priority on the central pool
%o Yhe extent of projects submitted by trem or vroject supplies allecated
to them. This procedure elso proved desirable because souipment that wes
issusd in the British Isles could be checked for vompleteness and worka-
bility by ueing units before they devarted for the Continent.

34, Cconclusions.

a. Division of responsibilities between a Thezter of Operetions
and the Yar Depriment for nmaking basic estimztes for long range pro-
cursment or production should be cleerly defined, This responaidility
should normelly be placed on the Theater es soon as its ataff is suffi-
ciently organiged, the War Dspartment retaining the resporsibility for
eveluating the requirements to insure against both omissions end exces-
slve requirements.

b. Supply ~nd equipment reouirements should aluays ve calcula—
ted on the Special Staff level. Efforts to celeulate long-range re—
guirements on & Geneval Steff level result in importent omissions be-
ceuse of the large number of items involved and the detailed technteal
kiouledge required.

c. In long-renge eunply forecasts 1% 13 necessary to include
emell "eommon iteme! as weil as major urits of equipment, Difficulties
of increasing production of Ycommon items" {e.g. camned vegetavles,
properly peckeged) often canse those items to require as much time for
production as do mejor items of equipment,

d. To insure edequate supply, tactical plans as well as an
evaluetion of the situation to be encountered must ve made available to
woth General and Specisl Stuff Sections on the Theater and 50Sllevelf,
ag rapldly es they are develoned in tentative form,

€. The submission of supply requirements in excess of normal
rates, T/E'e :nd T/BA's should be in the form of special nuuvered pro—
Jects, Requirements for common 1tems should e consclidated by the pro-
curing service, This procedure has proven highly succegsful in meintain~
ing a clear pleture of the supply status, and when comdined with speciul
markings, in providing a simple means of controlling storage segregation
and issue.

f.  Supply planning must include the reslization that army com-
monders under combat conditions must dbe glven supnlles cnd equipment in
vhatever quantities they desire within the resources of the Commanications
Zone. Methods of operation peculiar to individual ermy commanders re-
quire the use of different itens of supply end equipment to verying ex-
tents. Therefore, whenever army commerders and their staffs ere avail-
able, they should Ve carefully consulted on long-renge eupply and equip-
ment planning.

SECTION &
SHIPPING UFIT EQUIPMENT TC THE 3RITISH ISLES

35, The Problem was to get T/E equipaent into the hande of units
&8 Boon after thelr arrival in the British Isles as possible in order
to enable them to become administratively self-supporting:add to re—
sume their training, ory in the case of service units, their functions.
Unttl Mey 1943, an attempt was made to accomplish this by having unit?
craté their own equipment and "force mark' it befove they left the United
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States. The plan assumed that shipping the equipment at or before the
departure of the unit would get it to the 3ritish Isles suvstantlally
et the same time as the wnit, This shipping procedure proved very un-—
satisfectory, Units usually did not get tholr equipment until at least
3O days efter thelr arrival in the British Isles; frequently not for 80
to 120 days, and often not at all. This resulted prineipelly from four
factors:

a, Equipment vas not shipped sufficienily in advance of the units.

b. 4 large percentege of troops were treasported ian fast liners,
capeble of corrying practicelly no cargo, whilc their equipment was car-
rled in slow convoys.

¢. Locating thc eouipment when 1% did errive (freouently at o
different port) and getting it to the unlt proved e difficult and time—
consuning under-taking, impeded by difficulties of trensportation end
other clrcunstences existing in the British Isles.

d. ZEguipment packed by units wea often insecurcly crated and
Yedly merked.

35. fThe Solution, es far as the European Theater was concerned, lay
in onc of two alternmtives, First, having the wilts ship thelr equip-
ment sufficiently in edvence to insure its timelyv arrivel overseas. The
“ar Department was upeble to concur in this solution beceuse it meant
denriving unite of equipment required for training, and because of fre-
quent chenges of T/2's ond troops shlpping liste, The general status
of supplics was & further complication, especielly during 1942 and a
part of 1943, as it did not pernly the iasuance of full equipment to
units in the United States until immediately prior to their deperture
for overseas,

The second, ané more desirable solution, was to have unite turn
in their equipment in the United States cnd drav new sauipment upon ar-
rivel overseas, This solution had several definite advantages:

a. Units would be assured of completc cquinment inmediately
unen arrival.

b, Unite would leave o0ld squipment in the United States to be
usod for training other unite snd would get new equipment overseas, en
exchange that would reduce oversecas maintenance,

d@. Equipment :-ould come factory-pecksd end marked, theredy
substentially reducing shipping damage and losses, Also, there would be
a considerable saving in pecking end creting materiel by ellminsting the

-necessity for ra-~packing used equipment-that wes going overseas,

The eccond salution was plnced in operation during ilay 1943,
It could not be concurrcd in earlier by the War Department, despite
tiie vecommendation of the Buropean Theater, because in = period of short
supply, it required extra equipment to £ill the supply pipeline end to
provide minimur initiel lssue stocks oversees. %Yhen it was plaeed in
operation, however, 1% solved to o most satisfectory extent the problem
of promptly end properly equipping units arriving in the British Isles.

37. Qonclusions.

a. Units should be shipped overseas with their minimum ad-
iinistrative and housekeeping equipment {e.g,, cooking facilities) ac-—
companying them on the samc ship.
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B. It is essential thot & unit'e full equipment be actuslly
available to it within & veelt or two of its arrival overseas, Miis can
be eccomplished in one of thres waya:

(1) Load it in the seme suip with the unit; or in o ship
in the same coavoy, accompanied by representatives of the unit who will
stey vith the equipment unitl it is actually delivered.

(2) Ship it with represcntetives of the unit, to arrive
e week or two before the unit itself,

(3) Have the unit turn in its equipment in the Zone of
Interior end drav nev equipment at its overseas destination, This
procedure has proven by far the most satisfactory end, in the long run,
the most economical,

SBECTION 10

SUPPLY OF PETROLEUN PRODUCTS

38, Inter-aAllied Petrolecum Agencies. To understand the responsi-
vilitics end activities of S0S in the field of Petroleum, 011, and ILud-
ricants (POL), 1t is necessery to review brisfly the Inter-Allied pet—-
roleun agencies involved.

The Petroleum Administration for YWer wes a jJoint Anerican and
British agency concerned with the exploitation, preduction, and refining
of petrolevm products on a globuler basis for American cnd British require-
ments, both militery and civilien. It wes a ciiillan ogency on & “govern-
mentel level.

The Arny-Navy Petroleum Board, loceted in Tashington, was a
ailitery organizotion converncd with the procurement, allocation, and
Gistritution of 81l POL products for all Allied ermed forces. It wam
in the neture of an operating ageeny for the Joint Chiefs of Staff and
reported directly to them,

Special committecs loceted in “eshington end London were res—
ponsible for alloccting aviation petrolewn products within their spec—
iflc geographical spheres. The Washington commitiee vas known as the
Aviation Petroleun Products Allocotion Committee (APPAC) and the London
Committce as the Aviation Petrolewa Products London Assignment Committec
(APFLAC).

SHAEF hed joint British- Ameriten POL scetions in both o207
and -5, The G-l section wns concerned with combined Amsricen and
British militory requirements; the G- section with oomdined civilen
requircments, SHAEF pasumed the responsibility of "Determiring polley
on POL matters, approving POL plans from the long-term viewpoint, and
allocating praducts as necsssary’ in the BTO-.

39, U.S. Agenciss Concerned with the Handling of Petrolewe Prodiicts.

The Area Petroleum Office was responsible for representing the United
States in the Buropeen Theater on all POL matters, and for coordinating
#11 action involving uore than one United States agency, Orgenised on
a Theater level, it was the normal chennel between the Buropear Theater
of Operations and the Army-Navy Petroleum 3oard in 'ashington. Aftex
many interveaing chenges of policy, the Commanding G-eperal, 808, wes
appointed Area Petroleum Officor on 27 May 1343, and an Arde Petroloum

1, ZT0 SOP #1L, 16 June 194b,
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Service wes astablished withir the sosa, absorbing the Area Petroleum
Office.

The activities of the Aree Petrolewn Servicc were overlapped
to & slgnificant extent by the POL section later established in G-k,
SHAEF," Better coordination was finally effected unier the Area Petwc
roleun 0fficer,

The Chief Quertermaster, 508, wes respousivle for the inland
receipt, storege, and iksue of all POL items except ti:ose fed directly
to instelletions by POL pipelines, and uncommon aviation products, The
Quartermeater Service wes also resvonsible for recomuending the vHhosing
into the Theater of 211 POL supplies. Since the 3ritish vere handling
all bulk gagoline, the POL activities of the Quartermmster Service in
the British Isles were, for the nost pert, 1imited to preparing and con-
solidating POL requirements (including th0sc for the Continental opera-
tien), stockpiling packaged POL wroduocts for the invasion, end techni--
cally supervising rctedl dletribusion, .

Also beceuse of the British handling of dulk POL in the Uni-
ted Kingdom, the Pnglneer end Transportation Services were not particu~
larly active in thelr POL responsibilities of construction and tiensport,

Involved ith the Lend-Leanss aspects of the vetroleun question
were other United States cgenctes including the Nevy (conocerned with
tanker movements and control), the United States Embresy Petroleum At-
tache (represcating the State Dapartaent, the Patroleun Adninistration
for War, and the Board of Rconomic *forfare), the Harriman iission, and
the General Purchasing Agent,

L0,  The Overation of the Petroleun Supply Systen was somevwhat
conpliceted by the mumver of United States agencies involved, This
covlexity was to & targe extent the result of thelr deing at times a
0-l staff both on the 503 and tho Thester level. EHed there deen only
one G-%, end thet on a Theaber level, it would have been feasible for
it, together with the Quartermaster Service, to have absorbed the work
of the Area Petroléun Office.

The actuel efficlency of petroleun supply in the British Jeles
was dependent, of course, largely on ths British, vwho were responsible
for the entire bulk handling. The British 4id a good Job; thersfora
the supply of petrolew: wes very satlsfectory.

From a planning -oint of view thors wae considsrable duplice-
tion between the Quartermaster Service, the $05 G-V, and the Area Pet-~
roloum Office, A concreto ddvision of reeponsibility was never decided
upon, Thie duplication wes somewhat Justifiablc, however, as it provided
detailed double-ohecks on planning for one of the wost vital war commodi-
ties, To some extent it was neccssary beceuse of bthe neny services thet
were to be involved in acconplishing petroleun supply on the Continent,

4 wignificant Britieh action, during the swamer of 1943, which
made the joint supvly of petrolewn products fcasidle in the British Isles,
waB the sbtandardization of all 3ritish petrolewa products, excépt thosc
of the RAF, and the reduction of thedr number fram 342 to0l1l8,

It is neccasery to woint out that the expcricnoesin the 3rit-~
ish Isles did not, because of the large part played by the British,
furnish a basis for evaluating the proper division of responsibility and
control of POL supply and flow between the 808 &Y, the Quarteruestor
Service, and the Engincer and Treansportation Services, Later, on the

2. GO ¥33, ETO, 27 Hay 1943,
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Gontinent, this division of resphnhi‘bi‘lﬂy cane to be & mgjor vroblem
and one that wae to be chenged pmrai tines before an efficient pro—
cedure wes devised, '

b1, Conclusiora,

a. Where allicd forces opersie in & common arce using common
ports or lines of cowmnnlcation, it is dcsirable to wlan stendardiza-—
tion and comron use of petrolewa products, This is particularly impor-
tent for products réquiring bulk storage.

9, There is no Justification for having wore Thester o¥ 505
steff egencles involved in the supply sad distritmtion of petroleun pro-
ducts, thar of other trypes of supnlies,

SECTION 11

DOCUMENZATION AJD UARKING OF SUPPLIES FROM

THE UITED STATDS

Y2, Difficulties of the Original System. lhen the BIO begea receiv-
ing supplice fron the United Stetes in 1942, the eystea of docunmentetilon
wes inadequate to perrit the deteraination of supply .destination vefore
ghips were unloaded, The system of docunentation varied betweea Supply
Services in the Zone of the Interior, Hanifeste end other deteiled
londing data were frequently not received in the British Islcs until af-
ter the alin had arrived, 3Even vhen tlhey dld arrive on tine, carge des-
criptions were ofte: in such general terms rs to nake plamning for die-
tribution to proper depts inpossiYle. BEntrles on tlie nanifest such as
#1000 voxgs of Quarterncster Class I supplies! were not wuncommon.

The situation wag further complicretad by rn inedequate éesorip-
tion of contents on supply conteiners. 4 large proportion of then bore
no nerkings ot all,

The difficultics that resulted at ports and édevols as well as
the extre burden pleced on the trensportation systen of the British Isles
1s descrived 1n deteil under the heading of Sorting Sheds (Section 19,
Chepter 6).

Thege Aifficwlties, plus the fact that the 3ritish transverte~
4ioa sveten wee unadlc to hendle supplias froa the anticipated maximan
of 150 Unitcd States cergo ships per month, end b the same tinme continue
to :ove the large tonnegcs of inter-depobvshipments resulting largely
fro:: idproper docwaentetion end narking, wede ar laproved procedure a
08t pressing ¢bjective.

L3, Dvolution of a Few System of Documentafion. The 503 in the
Unitcd Strtes took proupt action to develop-nere jetatled menifests wnd
to effcct standerdisetion of docuzentetion anong its various supnly ser-
vices, Action wes also telien to improve and stanlardize the narking of
contelncrs. By the niddle of 1943 the gquality of documentaifon and mar-
king had substantially inproved,

As latc as the first quarter of 1943, only 43% of the manifests
and Bille of Lading were being reccived five or iwre days before the ar-
rival of the shive end 24 veve not received at alll. However, during

1. Study entitled "Pine and Receipt of Hanifests and/or Bills of Lading!
prepared by Progress Division, 608, TTO, 6 April 1943, based on 99
ships arriving in U.K. between 1 Jenury and 31 terchk 1943,

R-E-§-T-R-1-C~T-E-D

_25..



RESTRICTED

the monthe of April 1943, 80% were received five or uore days ahead of
ahipsa, and in May 90%. Thereafter, delays in recelving docwnentation
censcd to be & secrious problen.

Qut of the efforts to develep a better systea of narking and
docunicntation, the ASF, War Department, developed & coumlex procedure
knowvn as the "Ugly System", It was composed of two principal parte., The
first part, put into effect in March 1943, provided a uniform code for
aarking requieitions and shipwing orders to correspond with narkings on
cargo. The pracedure idantified Oonsignor, Service, Clees o Supply,and
rcquisition or shipning order maver (c.g., SOXO-OBD-I-D381).” It was
of considerable valwe to the §08, BTO when coples of the requisitions or
shipping ordere cane to be dispatched proaptly fron the United States
ond could be natched with the ship nanifests.

The second principel part of the "Ugly SysteaMcalled for a
procedure to tie in the narking with the cargo to the extent that the
pertial shipnent of a requisition could be identified by the addition of
en approprite suffir to the Zericings provided for the first part of this
gysten, Although for & tinme the European Theater coatined to press the
‘lar Departuent for its adoption, this preczdure was never developed in
2ore then ore or two test depbdis in the Unlted States, beceuse of its
coxplexity,

By the mnd of 1943 the systen of documenting end narking in
the Umnited Stetes had inproved so muck that supplies could be hendled
with rensonable efficiemcy in the Britieh Ieles. Houever, the problen
was 80 complex thet it defied a couplcte solution,

4, Gonclusions.

e, JIDocuwicatation rend merking of suppliee for oversees ship-
uent froa the Zone of the Interior should be standardized for all Services.

b. Bach container should be narked with at least the following
inforaetion: Consignor, Service, Class of Supply end requisition emd/or
shivwning order nuuber. It is also desirable to includd e oarking show-
ing the nuwaver of siipnacnbs veing nede egeinst erch requisition or ship-
ping order end ldentifying each separate shipnent.

c. Adequate, deteiled inforaation on ship loadings, at least
five days before ship arrivels, 18 reaulred to perait déterninetion of
inland destinstion of supplies, This aust include detrnils es to Ser-
vice, Class of Supmply, cormodity by iten, end Theater requisition nunber,

SECTION 12
207ING #F THE BRITISH ISLZS 10 FACILITATE SUPFLY DELIVERY

45. Problen. The arrival of 150 United States Army cargo ships
per fonth in the British Isles was enticipated for lete 1943 and 19l+l+.
British rallweys were considered uneble to hbadle this increased cargo
without & plen for ite receipt rnd distribution which would diminish

2. Study entitled "Tine mnd Receipt of Hanifests and/or Bills of Lading*
prepared by Chicf of Transportation, SOS, BIO, 7 Mey 1943.

3. Lir, Hq $0S, 1L June 1943, Sudject: Ugly Systen of daricing and For-
varding 8upplies.
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naterially the long hawls and the croes-hauls that had peeviously char-
acterized the handling of United Stries Army cargo,

46, Solution. The partial solutions afforded by detter docu—
mentation (discussed in Saction 11, above) and by the esteblishing of
sorting shed (discussed in Section 19, Chapter £) were not sufficient,

In a letber of April 1GU3, 508, MP0,proposed %o Tashington that
the United Kingdon be divided inte two sones, the parts #i each to be
reted on thelr sapacity to receive aup_ulifs. and that ships ve loaded
in the United States for a specific zone.® 4 third zone, Northern Ire-—
land, was subsequently added to the eyaten. This plan was immedlately
approved by ASF, Washington, with the reservation that it could not be
followed in the United States in those instancez where it would prevent
the most economical use of ships or delay the shipment of T/BA equipment,

The zoning systen succeeded in materially roducing the amount
of internal transporbation required in the British Isles per shipload
of United States supplies,

47, Conclusion, Plans for shipping supplies from the Zone of In-
terior should provide for the loading of each ship for e specific zone
of discharge or, if conditions pemit, for a specific port.

1. Ltr, 5§ April 1943 from 505, E0, to G, ASF, Weshington, subjscts
"Zoning of U.K. for receipt of U.§, Aray Cargo.”
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CEAPTER ©
JERSOKNEL FOR THE INVASION

SECTION 13
FLAFYING OF SOS TROOP BASIS *

48, Oversl] Plannink Basis. The developuent of the SOS troop basis
folloved closely the development of the overall troop besis as disocussed
in some detail ip Section 1 and ¥, Chapter 2, above. In that discussion
vere reviewed the changing plens for operations to be mounted from the
British Isles and the resulting changes in troop basie. FTach change in
overall troop dasis necessitated a complete recalculation of ssrvice
troop reauirements,

.

During the early ypart of 1942, requesis for SOS personnel for
the Theater were besed entirely on the edministrative support of the
nuitber of groupd and air foice personnel to be phased in for protection
of the 3ritish Isles and the opening of the air offensive.

During the summer of 1942, the first reasonably complete troop
besis wvas eatablished, based on plidns for invading the Continent in the
spring of 1943, with an initial force of 1,147,000 Unitkd States troops.
Thie plan wes c¢ancelled by the invasion of North Africe in Fovember

19Lz,

In the autumn of 1943, the $0$ troop requirements were recelcu-
lated as a result of the decision of the Quebec Conference to lawnch
the invasion in 1944 with 1,460,000 V.S, troops, 3ut the recalculation
ves 8oon invalidated when the pre-invasion troop basls was chenged again
in Jemusry 194k, a sscond time in Pebruary, and a thtrd time in Marchl.

b9, Difficulgies in Evaluating the Problem. There were mmerous
difficulties which tended to hinder the intelligentiplarning of an ac—
curate SOS troop basis, These difficulties were generally the resuli of
incxperience on the part of the steff involved in the calculations, and
of & lack of specific information es to future operstions.

Tnitl the middle of 19u3, the information furnished foi calcu—
lating the S0S troop basls was incomplete, giving little more then the
total of troops to be supported and making scent mention of the type of
cperation. There was also some initial lack of understanding between
the Yar Department and the Theater with regard to Theater personnel needs
end the types of troops that would be evailable from the United States.

Until the latter part of 1943, when the First U.5. Army estab-
lished headquafters in England, no precedent hed been sct for celcula—
ting the numder of service troops required for assignment to the armies,
and army requirements were:mothing more then guesses. No recognized War
Departuent publications offered oven a theeretical solution to the prob-
len; they mercly stated thei euch requirements would vary under differ-
enl circuastances. Reslisticnlly spesking, thie meant that cach esrmy
steff had the prerogative of neking for what it wented., After the First
U.S. Aray nade its requirements known in late 1943, e precedent wes es—
tablished which served as a gulde for estineting and editing the re-
quircnments of other armics., The matter was never completely settled
horever, end the division of service troops between the Field Forces
and the SOS contimued to be a noint of difference throughout the opera-
tion,

* See elso Study No 30, "Service Troop Basis'.
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Most of the planning end persomnel officere engeged in the
troop calculationg had never seen the service units in operation, even
under meneuver conditione in the United States. In fact, many types of
S0S units hed not dsen in existance long enough to have been thoroughly
tested, '

One difficulty peculiar to the situation was the fect that the
50S would have to support a split operation - part in the United Kingdom
and, part on the Continent. Becamse of this, the service troop requirs-—
ment wae larger then it would otherwise have been, but tlhere was no pre-—
cedent to ald in determining the extent of thet difference.

Another difficulty was the problem of troop requirementa for
nounting the invasion, Since this was a type of mounting never before
undertaken, little in the wey of crystallized detailed plans were evol-—
ved until too late to change substantially the SOS troop vasis. There—
fore, the troop basis did not include special requirements for mounting
the Oparot.ionz.

A further planning problem was the sizeable responsibility for
guarding S05 instellations on the Continent. The principle was estab-
1lished that Field Forces would guard the lines of communication and
provide aree security where 505 installatione were established. REight
infantry regiments were included in the 50S troop besis to vrovide
guards for the installations theuasclves, tut these troops ware-never
pade availa‘ole3. Therefore, this responeidility end the designation
of personnecl to meet it was a problem which was never molved during the
operations on the Continent,

A similar difficulty in planning was the lack of information
concerning the emount of civilien and POW labor that would be avail-
able and could be effectively utilized on the Continent, plue the ats
tendant personnel problem of providing guards for the POW'!s, Conse-
quently, as was later learned by experience, too many labor units were
requeeted at the expense of depriving the operation of additional
skllled personnel,

50. Calculating the SOS Tropp Basis, The SO§ troop bamsis, for

the most part, was calculated by the Chiefs of Services on a straight
mathematical basis =nd was edited in the same meuner by the &5 General
Staff Section. This method of caleuleting the SOS troop basis involved
little moretthan diwiding the rated osepacity of & given unit into the
manpower, number of vehicles, and sc on, to be supperted, The only in-
formation published by the Vier Department on unit cepaciiies (contained
in the T/O's) ves incorplcote, end later proved to be inaccurete in many
instences.

Overall apvroval of the troap basis was cherged to B0 G-3
except for a short pericd when it was ocharged to EI0 G-5 (Plens). Within
the §0S5, troop requircuents were consoldiated end edited dy 6L, until
Novembor 1942, when they becend the responsibility of G-1 505, In June
19143, 6-4 resuned most of its former responsibilities, leaving with G-
the authority over troop estinrtcd covering hesdquarters instellations
and the Administretive Scrvices, such os Claima, Finence, Provost Her—
shal, end Specisl Sorvices,

1. Historical Section, TSFET, "Supply and Trocp Build-up in the United
Eingdonh,

2. IRS, Scrvice Troops Branch to Zxec Officer, O-U, ETOUSA, Subject;
"0 Service Troop Suild-up Tor Operation OVENLORDW, dated 3 Jul L5,

3. Hg, Com 2, "Commnlcetions Zone Aotivities in Support of the Furo—
pean Campaign".
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hl. Conelusions,

a. Service troop requirements cannot becalculated or edited
solely on a mathemaiical basis. Requirements are largely dependent
upbdn factors such as the type of operation, pumber of POY and other
foreign personnel expected to be supported, local facilities available
(such as housing, roads, indigenocus labor), snd the muaber and charsc-—
teristics of lines of communication and installations.

b. Directives calling for troop requirement estinates must
contain s complete planning basls in addition to overall menpower figures:

SECTI0N 1L

PHASING OF SOS PERSON.TEL I¥TQ THE BRITISH ISLES

52, General, The desirability of phasing SOS units into en over-
seas Lheater in advence of, and at a greeter rate than, the Field Forces
apd Alr Forces to be supported was a principle long recognized by the
Yar Department, Gensral Pershing had urged it in World War I, end the
Conmanding Generel, $05, ETCUSA in World War II repeatedly recommended
that the movement of serfice troops into the sheater not be delwedl.

f3. Factors Datermining Phasing. The lack of servioe units in the
United States, the shortage of shipping, and other more urgent objec—
tives in the British lsles made 1% impoesible to phase SOS troops into
the theater on a hlgh priority besis. ¥eginning with the arrival of
United States Forces in January 191+2. there was the necessity of assis-
ting in the proteotion of the British Ieles, sapecially Ireland, sgainet
the threat of Gerwan invasion or raids. Almost inmediately, in eddition,
it was'desireble to concentrate on the leunching of & United Statke air
offeneiva,

Britigh authoritises were anxious for the United Statea to sead
to the British Isles units and equipment to further those objectives,
Consequently they made available to the Upited States Forces the maximum
possible number of civilian persononel, and even British military pereon-—
nel, to perform service funotion for the Air Forces and TField Ferces.
British agencies Wirned over or cdbnatructed most of the installations,
both housing and supply, required by the United States TForces, (oneid-
erablc British civilian facilititey, such as bakeries, laundries and
certoin types of repalr and mailntenance vork,were mede avallable for
sevvice functions, Coumodities ~ for inetence, fresh neate end gasoline =
were distributed on a wholesale basis by the Sritish for the United
Stetes Forecas.

4s a result of this assistence, it was possivle to reterd
greatly the phasing of S05 troops into the Theater. Thus, in June 19k2,
§0S strength was lcsa than 49§ of $otel Theater atrength. Just prior to
the invasion of Forth Africa, in Ootober, thls percentege had increased
to 15%. as the FYrth Afrlcan not only dreined off meh of tho man-
power accurmlated in the United Kingdon, but elso toock priority on ehip-
ments throughout the winter monthse, the SO8 troop strength showed no
appreciable lncrease until Junc 1543, =t which time ite total increased
suffioiently to mzke it 2275 of thc Theater étrength., A year later, on
D-Day, this percentage had incressed to 29%.2

1. Letter from lajor General J,0.H, Lae to the Secretary of Yar, Sul::j~
Ject: WBOLERO/SIOKLE Build-Up", dated 22-July 1943, )
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54. Results of Slow Phasing. This revarded phasing of service units
tnto the Theater made it necessary for the SOS to uase all of them for the
performence of ite prinery mission. The substantial numbers thet were
ultinately to be sssigned o the armles could not be releassd by 506
until the last poseible date Before they were to cumbark for France. As
late as April 19m+, an cffort to rplease substential numbders to, the Ar-
iles for tralning purposes was found to be iwpractical, BEven at a later
date when large numbers were assigned to the armles, nost of them con-
tinued to be employed by the SOS.

One of the most significant rasults of slow phasing of §0S
units wvas the lack of troope for mounting the operation. This developed
into en ectual requirement of :approximately 61,000 troops, S0S could
not entirely meet this requiremeht. As many S0S troops as possible were
agaigned to the Job., ‘here bhe need did not corresvond to the type of
unit available, the unit was nsed regardless., The maximun number of
civilian psrsonnel were aobtained, The resulting deficigncy of alnost
10,000 troops had to be mct by the use of Fleld Forces. To have handled
this particular peek load by the temporary usa of Fleld Force personnel
scheduled for phasing to the Oontinent in later stages may heve besn the
best and nost economical eoclution in any event. Nevertheless, 1t 4id
not have the concurrencc of the Field Forces,

5%. Conclusions.

a. Oonsiderable emphasia should be placed on the necessity for
vhasing service unite into & theater of operations and into advance bases
within the theater on a higher priority than convat units, This pernmits
proper preparetion of faoilitles to support the contat units and a more
efficiert build—-up of supply rescrves, Oombet unite meenwhile can be
treirad as effectively &n the Zone of the Interior.

b, When servica troops cannot be phased into advance basas on
& higher priority than combat units, consideration muet be given to the
necaasity of those service units, normelly integral parts of the Field
Forces, being assigned to the $S0S for the preparation of facilities and
tiie stockpiling of reserves, This procedure, fellowed by ncosseity in
the British Ielsgs, had the disadventage of depriving meny service units
of adequate training with Field Forces,

SECTIOF 15
TRAINIIG OF SOS PERSONNXL

56, Status of Praining Upon Arrival in the BTO. Although nost $08
unite arrived in the British Isles reasonably wcll trained to perform
their prinary mission, their period of training in thc Unitcd Stetcs had
varied from threce to thirteen weeks, and frequently had been of the mini-
mun length of time, They lacked meny qualificatlons of being abvle to
perforn effactlvely under active operationsl conditions. Theso training
dcficiencles, rcalized in advance both in the tmited States and in the
70, had been aocepted cos inevitetle because of the necéssity of weing
the peraonnel in the British Isles at the earliest poseidle Bate.

B, BTOUSA, "Stotisticel Sunmary Ne. LIII", 26 Juns 1943, and “Progrcss
Report No. CV", 24 J 1y 19u5. )
3. IRS, Service i‘roops“Branch to Executive Officer, G-4, ETOUSA, Sudjoct:
WETO Service Troop Build-Up for Operation OVERLOKDW, dated 3 July 1945.
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The greatast deficleney found among SO5 troops updn their arri-—
val in the European Theateryas the lack of proficlensy in individual de-
fense measures. This deficlency, for the most part, had reswlted from
the minimum training pertod:available 1n the United States and the de-
cision there to place emphasis on technical proficiency during the time
avallable, Conssquently marksmanship, hasty fleld fortifications, de-
fense against chemical attack, land mines and beodby traps, and other as~
pectes of military training of the individual soldier hed been largely
neglected..

57. Zraining in the United Kingdom. Beocause there were so few §0S
trocps for the job to be done, 1t proved exceedingly difficult to find

time to glve them adequate training in the British Isles. Yor the most
part, thase troops were putting in a long hard work-day ai depots and
other supply installations, In meny instances it wes consistently neces—
sary for them to work more than the normal numbder of hours, EKeadquarters,
805 and its Chiefs of Services and Base Section Commanders specified and
attempted to execute training progrems whioh recognized this situation
and placed heavy emphasis upon on-the~job treining.

But onetho--job training, excellent for increasing technical ef-
ficiency, accomplished 1little towards cvercoming the lack of proficlency
in individual defense measurss, Herdquarters 50§ recognized and direc—
ted emphrsis on this problem as early as 1942 by wpecifying that ell
servicespersonnel be trained for combat as infentrymen’. But by D-Day,
this training deficlency had not been corrected to a satisfactery extent.

Technical proficiency, emphasized during the treining periad
in the United States, developed further through on-the-job treining in
the British Iales, BService schools were also avellable to traln key
indivuduals., Technicel proficiency of smervice troops, as & whole, came
to bs satistactory. Most cf the exceptione were dus to the necessity
of consistently using certain units in the British Isles for other than
their primary niseion,

Meneuvers provided opportunities for overall treining to such
small numbers ¢f ssrvice wnits as could be spared from their normal func-
tions, PYerticipaiion of SOS unite was further limitcd by the high prior-
1ty glven to Fieid ¥orce units in the few maneuvers permitted by condi—~
tions in the British Ieles,

Responsibility for directing overall tralning of service unite
wes charged to G-3 505. 'Within the basic directives published by G-3
the Base Section Commandere weras responsible for daveloping and carrying
out both technicel and tactical training., The Chiefs of Speclal Staff
Sections of Hendquarters SOS worked with G-3 in developing ths overall
progran. They eleo found 1t neocssary to ronder mubmtantial asslstence
to the Base Section Staffe in preparing and cerrying out detalled tech-—
nicsl training prograns.

58, Conslusgiona.

a. The use of ssrvice troops for other than their normal funo-~
tions inveriably results in ropid deterieration of siklll and proficiency
in the unit!s ability to porform ite primary functions and often has a
bed cffcct on merale,

b. - On-the-job training, eupplemented by a small aunount of for-
mal instruction, is the best practical solution to the problem of train~
ing most types of service uuits in an active thester of cperatione, but

1. Hq S0S, ETO Training ilemorandun No, 9, 9 November 1942,
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jpdividual training of the soldier suffere

and canno
sonplished by this nethod, b be properly ao-

SECTION 16

USE OF NON-T/0 PERSONNEL

., 59, Y¥on T/0 persomnel in lavge muibers were required in the British
Isles for headquarters and for many other activities, such aa depot
ctaffs and inspection tcems. Bven after the Yar Departuent began pub-
lishing & large varicty of new T/0%s and celluler 1/0ls in 1943, there
were nany activitlies that could be staffed more efficiently by non~

7/0 personnal,

Because of difficulties in control and ednministration of non-
1/0 personnel,Headquarters 508 atteopted to keep their nusbber to & oini-
ma., While this was loglical, it tendsd to develop a situation in which
it wes easier for installations and other army agancics %o odtain an
entire unit than the smaller nunber of non~T/0 persomnel properly bal-
anced between officers and enlisted oen that would have act the require-
nent equally as well, or cven bettef, While this did not develop into
a gerious problem in the British Isles, 1% did afforc e note of warning
against the excessive limitation of non-T/0 personnel.

In December 1942, SOS non-T/0 persennel requirenents were es-
tinated at 1775 officers, 145 warrant officers, and 6030 enlisted men
for the operation of Headquarters, S0S and other organizetions end instal-~
lations in the ETO not providkd for by approved tablas of organization.
On 1 March 19143. the non-i‘/O ersonnel allotment on the 20 wes approved
by the War Department for 2286 officers, 185 warrant officers, and 6775
enlisted mcn. Sub-allotments to the $0S5 totalled 1905 officers, 149
warrant officers, and 5942 enlisted men, and since this was not a tente-
tive allotment, promotions of nop-T/0 pereonnel were resumed for the
first time in nearly nine nonthal,

$0. Conelusions.

a. The use of non~7/0 personnel is, under many circunstances,
for more §fficient than the wse of T{O units or /0 celluler units,

B, To 1imit unduly the number of non-T/0 personnel available
to a theater results in the inefficient substitution of T/0 units.

SECTION 17
USE OF CIVILIAT AND ITALIAM SERVICE LASOR

61, British Civilians, Throughout most of 1943, thers was an aver-
age of nearly 80,000 British civilians and troops working for the United
States Forces in the United Kingdom, Thie totsl gradually diminilh:j
from 72,487 in Jaguery 1944 to 47,686 in June 1944, The latter total
included oivilisn guards {1,126), adminietrative and clerical assistan
(0,242), 1aborers, ekilled and unakilleg (29,746) end British ttOUP:hw_

\572 - 904 of which were bador troops)-. In addition, ther: :iregom“
sends of others who were, in effect, working for the United States

TOUSA and 50SY
1. G-1 Section, Hq ETOUSA, ®History of Allotments )I;iia.nch, EIOUSA S0SY.
1. Hq ZTOUSA, Progress Report, No. CIV, 17 July 13%h
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although they worked as an intsgral part of British industries and
utiiities! Also, meny British civillians were employed by American
agenclies other than the Army, such as the American Red Cross, which
uged 20,438 persons, of whom 9,221 wera volunteers.

Qf those British laborers working direftly for the United States
Forces, vany were of an inefficlent oategory, having been, of necessity,
obtained from among groups ineliglble for the draft or amployment in ss—~
gential industry, Thelr efficiency was not much more than half of a
British or American military unit doing the same work, This fact was
reelized by both the British ¥Wa2 Office and the United States drmy auth-
orities, Yet, without the heln of these civilians the S0S job in the
United Kingdom would have been impossidble,

62. ltalian Service Lebor, Some considerable relief of the labor
shortage was provided by thie introduction of Italian Service units into
the United XKingdom in June 194k, There were 7829 much personnel in the
British Islss by September 1944<. These units had been organized by the
Hediterranean Theater. Many types of SOS unita in addition to labor
companles were organized, each with ite small cadre of United States
Army personnel to command end supervise., The Yar Department declared
that Itallan Service units could be substituted for the same type Army
service unit on e one-for-ons bvasis with very little losse in efficiency,
and furthermore, 1t gave authgrity to inactlivs Army units at the seme
rate they were thus relieved.

However, bscamse of languege difficulties and bscause it was
considered undesirable to have these Italian unite performing a type of
work that was higher than, or on the sane level with, that of dasic
United States Army units, most Italian personnel vere utilized purely
ag labor.. Ae laborers they proved $o be more efficient than Uniited
States soldiers and considerably more efficient than a comparabbe num~
ber of the type of British civilian laborors available., 1In everyother
respect, however, their organizaticns were rated at half the capacity
of comparable United States Army units, and were generally less satis~
factory,

63. Conelusions.

a, In the absence of sufficient military personnel, civilian
personnel can be substituted with little loss in efficiency for most
types of work,

b. TFar ocommon labor, United States Service troops are gener-

ally less efficient than enemy prisoners of war end the average civilian
leborers of most countites.

2, Historicel Section, U,K. Base, "4 History of the United Kingdom
Base to VE-Day.¥
3. TUX WAR-BEE7L, 10 June LQul,
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CHAPTER 6

INSTALLATIONS T0 SUPFORT THE INVASION

SECTION 18

DEPOT SYSTEY

64, The Depot Program in the British Isles called for 17,300,000
square feet of covered, and 26,000,000 squars feet of open storage
space” with a completion target of 1 Marsh 1944,

This depot system, exsclusive of POL and Air Force inetallations,
had & handling capacity in ‘and out of approximately 50,000 long tons per
eight-hour day; approximately 100,000 long tons per 24 hour day. This
gave a very safs margin over expectancies, Approximately half of the
installations consiituting the depot. program were in existence when
the United States forces entered the United Xingdom. Of {the additional
requirements most were especially constructed by the British. There
remained a number to be constructed by the U.S. Army Engineers, whioch,
although a comparatively small part of the overall program, represented
a substantial undertaking for the limited number of United Statas per-
sonuel availabdle,

65. Depot structure, in the British Isles ie well described by an

505 publication of 1943 which says in part®:
fPresent plans call for the processirg of supplies in the UK.

through three classes of installations: Base Depots, Advance Depots,
and Distriduting Points, OChiefs of Services will be rasponsible for
locating Base Depots and Advance Depots. Distribution Points will be
set up on the basis, in gensral, of one per Division, one per Corps
Troops and one or more per Army Troops, The location of the Distri-
buting Points will be the responsibility of the respective Base Section
Comnmenders in cooperationawith the Benior Ground Foroe Commander con~

cerned. do attempt will be made to maintain valanced stocks at indivi-
dual Base Dapote.®

It was further plannsd to divide Base Depots into two groups:
one group to hold rescrves for the invasion and to be located in the
vicinity of out-loeding porte; the other grouwp to hold the ressrves for,
and to supply through Advance Depote,” the trocpe in the United Kingdom.

In actual practice, depot locetione were determined to a large
extent by the existence of facilities. While there vas a cerfain amount
of sogrogation of operationel -suppliee, in general each depot served
the troops nearest it and acted in moat respects ap both 3ase and Ad-
vance Depot. - Also, beceue of incomplete documentation of shipments from
thao United States, almost cvory depot received ungegregated supplies
directly from ship-gide which foreed it %o act as & port sorting shed.

The depof Bystem, in June 19HY4 was mede up of 18 General and
Ly Service Depots’, most of whiclh were of an uneconomically emall size,
and were @iffiocult to control and staff with the amount of personnel
aveilable to the SOS. This deficiency in the depot strusture was,
however, inevitable as it was necessary to develop the depot system
around available storage facilities and available rall cepacities at
specific points.

1. Ltr, from Hq SO8 to CG LIOUSA, b June 1943. o
2, Hq 505 Basic Planning Directive #1, Annex 5 to Sectlon IX, 17 Mar 3.
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That General Depots were more efficient than Service Depote
ivas nol necessarily proven by the experience in the British Isles. 4
General Depot was necessary when the slze of a compact instellation wes
such that it could not be efficiently utilized by only one service. The
General Depot structure had the advantege of performing housekeeping as
well as certain adminlstrative functionse more economically than separate
Service Depots located together, On the other hand, Service Sections
of General Depots found it desirable to maintain staffe that to a sub—
gtantial extent duplicated the staffs of the General Depot Overhead.
The Service Sections could have operated as separate depots with only
nominel increases in thelr staffs plus an equitable division of person-
nel being used in General Depot Overheed. But the principle objection
4o General Depots was that the S0S Chiefs of Services, responsidle for
thelr own supplies in the finel analysis, had an ashelon of control or
comnand botween them and their supplles which in a fast-moving situation
frequently slowed and complicated supply action.

With reference further to the desirabdbility of General Depots,
1t is wortay to not that, hed the exlatence of facilities permitted the
establishement of a few large Gensral Depote in the British Isles, the
resulting concentration of mail traffic could not in all probability
have been héndled by the British railway system,

66. Gontrol of Depot Operationg was a controversial matter never
quite crystalliced to the eatisfaction of éither the Base Section Com=~
manders, the S0S Chiefs of Services, or the Depot Coumanders.

Problems of control brought about by the existence of Gen ~
cral Depots were dlscussed in the previous paragraph,

They ware relatively ineignificant as compared to the problems
inherent in the joint control of depote Uy the Baea Section Commanders
and the S0S Chiefs of Supply Services. ZEven after the mxperience of
depol opsrations in the British Isles there remains a wide difference
of wpinion as to the extent that Base Section Commanders should control
depots,

Bege Section Commanders ususlly fsel that being responsible
for the supply of troops in their area, they musi control the means of
supplying thease troops, They further point out that, being near and in
constant contact with the depots, they are in a mors favenable position
to excrcise practical control. Also, by centralizing control of all
labar, utilities, and other rescurces in their arca Base Section Comman~
ders are able to fulfill all requircmente more economically and in the
Proper priority.

3. Status of Depots on 1 Junc 1944 in ;he British Ieles:
1

Guard Depots

Service Dsepots L
Chemical “arfare L
Engincer 1
Signal 3
Transportation 2
Medical
Ordnanco 17
Quartermaster 13

Other similar Installations 27
Vehicle Parks 11
Ammunition Dumps 9
POL Dumps 7
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805 Chiefs of Supply Services, on the other hapd, point out that
the great majority of depots contain portions of the Theater Reserves
which camnot ba evenly divided among Base Sections; in many other ways,
alnost every depot is an integral part of* the overall supply system, They
consider it impodtant to be able to exercise complel operational control
without resorting to the time-consuming process of using command channels
or obtaining concurrences of Base Seotion etaffs, This ie exmpecially
necessery in a new and rapidly changing situation whers semi-permanent
unlform procedures and policies are difficult to mstablish.

Therefore, elthough the Commanding General, 505, was in accordl*
with 4rmy Regulations giving S0S Chiefs of Supply Services complete con—
$rol over depotsd and had originally organized the 508 with depots as
exempted stations, 11 was not feasible for him to continue such a system
of centralized control after depots became more numerous and the overall
pgituation complex and fast-moving.

In May 1943, Base Scction Commanders were made responsible for
the M"internal management® of depota, leaving technicel operations atill
undsr direct contrdl of the Chiefs of Services concerned, This division
of responsibility was extrememly difficult to interpret or apply.

Therefore, in Avgust 1943, Base Section Commanders were mede
"responslble for the operation of all General and Branch Depots™ and
the freceipt, storage, ntenance, salvage and issue ag directed of
supplics and equipment"®. The directives setting forthe this division
of authority veiween the Base Section Commanders end the 508 Chiefs of
Services were somewhat ambiguous, parhaps intentionally, and the ac-
tual division of authority was. evolved in dealings detween the key
individuals concerned, The solutions reached were dependent tn an im=-
portant degree on tha personalities concerned, In the final analysis
the 506 Chiefs of Supply Services, especially the Chief Quartermaster,
who was charged with staff supervision of General Depots, actually ex—
erclsed almost complets control over all important aspects of depot
opsrations, This contrel was exercised more or less informally through
tachnical channels which, although in many instences theoretically in-
correct, was a workable solution to the problem.

Consequently the depot system worked smoothly with perhaps two
deficlenckes worthy of special note:

a. Depots were hindered in their operation by too many inspec—
tinng, by too many people from too many different achelons of command,
They were inspected by representatives of General and Spscial Staff Bec-
tions of Headquarters SOS end the appropriate Base Sachion, and even
by representatives of Headquarters ETO and District Hesdquarters within
thc Base Bection,

b. Depote were required to submit too many resports to, Base
Scetion Headquarters and to Headquarters SOS, Many of these reports
vere unnacessary, wore to some extent duplicates, or had ocutlived their
usefulness,

67. The POL Depot Program was deeigned to accommodate packaeged
fuel requiremente, including oils and lubricants, only for support of

L, Ltr, Brig Gen. R. l. Littlejochn, 11 ¥eb 43, Subj: ¥Relationships
Between Bass Section Cormanders end Suwply Installations.” TO:
Maj.Gen.John C.H, Lee with Gen. Lee's note of approvel written

thereon 26 Feb 1943,

AR 700-10, 24 October 1942,

Hq 80§ Circular #49, 24 August 1943,

[ea 7]
.

3
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operations on the Continent. The requirements, including oils and lub-
ricants, only for support of operations on the Contincnt, The require-
ments for vehilcles operating im the Unlted Kingdom were supplied from
common storage operated by the British,

The original program vlisualized twenty depots, of which ten were
authorized for construction early in 1943. The construction of the re-
maining tenh were to be authorized as tactical plane developed. By the
end of 1943, 14 depots had Deen completed with a cepacity of 20,000 tons
of fuel plus 13,000 square feet of covered storage for cils and lubri-
cants, Ninety-five percent of the condSruction wes done by the United
States,

This storage program was based on the assumption that two~thirds
of the combat force would be engaged during the first 30 days and the
sntire force during the following 15 days, after which bulk deliveries
could be depended upon. Fuel consumption was based on 1575 gellons per
man per day fow combal operations, Lubricating oils as a percentage
of fuel tonnage for combat operations were calculated at 4% with all
other edlied products amounting to less than 24,

68, The Amminition Depot Program was designad to stors four monthe
of OGround Force recuirements and eight monthe of Air Force requirementes
for full combat operations,

The program called for space adequafe to stors 388,000 tons of
Ordnance itemsj 13)+ tons of Chemlcal Warfare Items plus 8,000,000 sguare
faet of hard standings mainly for spray tanks.

69, Conelusiorns.

a. The depot structure of Adveace, Intermediate, and Base
Depote as specified in War Department publications is not the most
desirable under all circumstances, Frequently the establishmehd of au
such a depot system 18 extemely uneconomical in the use of transporte—
tion end personnel. 4 depot structure should be worked out for mach
shituation from a ocommon sense point of view, based on the most ef-
ficient use of tramsportation and personnel.

b. Under overseas conditions where available rail and stor-
age facilities wre limitecd, General Depots are usually less desirable
than Service Depots in supporiing large operations involving substan—
tial tonnage.

¢, The degree to which denots should be exempted from Base
Scotion control is a matter of cvolution in a specific situation, but
in gensral shere should be complcte decentralization of operation res—
ponaibilitics to the Basc Section Comnenders, with the Headquartere
SOS mtaff concentrating on plans, pdlicies and coordination.

d, Staff Scctions should not be permisted to issued direc-
tives to installations oalling for receurring reports except ae approved
by & control section organized on a General Stoff level, Abuse of such
a oontrol, cspecielly under repidly changing conditicns, will almost

_inevitebly result in installations being burdened with ¢he sutmission
of unnecessarily large numbers of reports, many of which wiil contain
identical information.

e. The authority to inspcct dcpob installations should be

specifically and strictly 1imited. All inspections and vigits to in-
stallations should require thc concurrence of some central agency.
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SECTION 19
SORTING SHEDS

70. 3Basis of Rcquircuent. 4s soon es substantial quantities of
United Statce supplice began axriving in the British Isles, the vlan
for getting this materiel from ghip-side to the proper depots was found
to ve unworkabla,

The original plan had bcen for S08 Supply Borvices to designate
the destinations of ell supplies on each ship prior to the arrival of
the ship.' . The basis of this action was to be advance coples of the shipls
wanifest, prcceded by loading cebles. Howevor, ships! manifests and other
advicce werc found to be not in sufficient detail to permit the pre-
dcaignation of cargo to the cxtent nccessary to meke the plan workable.

A contributing factor in the failure of the plan was the inabil-
ity, espccially in 1942 and early 1943, of British dock workers, un—
familiar with United Statcs supnlics and markings, to follow acourately
such detailed shipning instructions as could be given,

Another factor contributing to the confusion was the relatively
large percentage of containers that were inadequately marked as to con-
tents, or were not marked et all. An indication of the extant of this
failing is the fact that in 1942 the New York Port wes receiving for
shipaent epproximetely 21,000 pieces of ummarked cargo daily.

The result wastthe shipping of unsorted supnlies from docks to
suclh depots ea at the time had capacity to reccive them. These depots,
after sorting thc gupplies and placing them in thelr inventosyy, were
frequently directed to ship large quantities of them to other depots
to valance stocks or to meet immediate requirements. This inter-depot
shipment of eupplies grew to be a serious burden on the depot and trans-
portetion systoms which were elrcedy working to capacity.

Theve werc three pogsible solutions to thls problem, ell of
vhieh were cxploited: first, better documentation dy the Zone-of the
Interior; sccond, increasing the efficleney of cargo identification by
dock workers; thind, the use of sorting sheds within the port area.
(The usa of sorting sheds had not previously besn comptemplated).

71'. Function of Sorting Sheds. This vas descrived by S0S as
follows: "Sorting sheds ab or near ports ate used to claesify, ldentify
and sort incoming supplics, particularly sized items of clothing and
peckages which cannot be clcarly identified from the manifeste. The
yurposc is to assurc proper distribution of supplics %o inland depots
end to climinatc transhipment between depots, thercdy roducing the aum-
ber of rail wagons in usc,'l

As indiccted by the cbove stetement sorting sheds were used
only for such itcms as could not be identified and scgrogated at ship-
slde., Never morc them 3% of U.§. tonnage hendled monthly by British
rallweys was from sorting sheds<.

The routing of supplics through sorting shcds involved a com-
plete esdditional handling es compared with supplica that could be diree-

1. Sumaecry entitled 'Appréciation of Installations Progran¥, June 1918.
by Chief of Service, 505, Summary published in $0S BTG "Overall
Plan", dated 20 Juns 1943,

2. Various (momthly) Progress Reports and Btatistical Summarics pub-
lished by $0S, ETO,
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ted from ship-side to the proper depots, OConsidcretions of efficiency
dictated that sorting sheds be used only when rehaniling in the port
area would eliminate the necessity of rehandling and rerouting by the
depot to which the supplies would otherwlse be sent.

Therefore, sorting sheds came %0 be used principally by those
Supply Services having a substantial number of depots and receiving a
large numbder of different items of relatively amall btullk, puch as spare
parts and slized items. The principal users of sorting shede, in order
of importance, vere Quartermaster, Alr Force, Service Cormande, Drdnence
and Medical,

In meny respects sorting sheds performed the functions shet
would have been performed by Base Depots had it been fecsible to estabd-
1lish and operate them as such,

72. The Procurement of Sorti Sheds from the 3ritish was accomp-
1ished to the extent of approximately EB0.000 square feet by early 1943,
Thase sorting sheds, existing in the immedirte vicinity of every major
port, hed been used by the British only in exceptionel circumstences
when necessary to clear the ports. They had been held enpty for use

in emergencies, such asg & breakdown dn the transporiabtion system ox
disruption of the supply system by bombing, The British were anxious to
continue meintaining the sorting sheds for either Americen or Britieh
use on this basis, They were inclined to consider as unwise the use of
the sheds as an integral and normal part of any supply distribution
systen, The compromise reached included the provision thet the VU.S.
Army should Bo operats momt of the sheds turned over to them that they
could be svacuated within a very few days if necessary. This neceseity
fortunetely never aross,

73. Comcluselons,

a. Sorting sheds should be provided to facllitatbe sorting of
suppliee in ths immediate vicinity of ports and to clear docks when in-
land transportation is not available,

b, Sorting sheds should be used only to the minimum extent
necessary to prevent excess inter-dampot shipments resulting from im-—

proper sorting at ports, and to keep docks clear. Their use for other
purpodes is uneconomical in trensportation and menpover.
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